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National Records & Information Conference 



This was the second annual Records and Information conference of INS and, judging by 
the positive response and by the amount and quality of information exchanged between 
attendees, there will be quite a demand for continued annual conferences. This 
conference enabled Service Records and Information Management personnel, located 
throughout the four regions, to meet with Central Office (CO) staff. It was an 
opportunity for field personnel to learn of new developments, systems, ideas, etc., that 
are being initiated or explored by their cohorts in the field. Formal presentations were 
made by representatives from each of the four regions and summaries of the 
presentations are included in this report. 

This conference also presented CO management with a forum in which to summarize the 
achievements of the past year and to present the priorities and goals for the coming 
year. Summaries are included of presentations from each of the Divison Branch 
Directors: James Duell, Cecil Christian, Jr., and Victor Rodriguez. Additional topics 
were discussed that seemed to have a very direct impact upon the day-to-day working 
environment of the conference attendees. These included: security and password 
issuance, the new labor contract, ACS/FARE, RACS, and several separate reporting 
issues. 

Conference attendees were given the opportunity to hear from high level officials of 
INS, including the Commissioner, Alan Nelson, the Executive Associate Commissioner, 
Doris Meissner, and the Assistant Commissioner, Adjudications/Naturalization, Harriet 
Marple. Verbatim transcriptions of their talks are included in this report. The schedule 
for this year's conference also included more workshop time than the first annual 
conference, reflecting feedback received from last year's attendees that this time was 
very productive and should be increased. 

This conference also featured an "automation day," which showcased some of the new 
computer systems that are designed to enhance productivity by putting more information 
on-line and making that information more accessible to appropriate personnel. John 
Murray, Associate Commisioner, Information Systems, fittingly began this day by 
summarizing the automated activities of INS using computerized, screen projected, 
visuals. A verbatim transcription of his talk and hard copies of the slides are included in 
this report. 

A listing and a brief description of the systems that were presented throughout 
automation day: 

Project SAVE- -enables States to directly access a database within INS for the 
purpose of determining entitlement eligibility. Future goals include 
establishing national guidelines for this system. 

Project Informprovides bar coding technology to facilitate the tracking of 



notification, ana approval notification; ana Jt-AKtb proviaes automated 
support in receiving applications and producing fee receipts. 

FOIA/PA Case Tracking System gives the user greater ability to control, 
update, or track status of requests; assists in processing by generating control 
records, interim replies, and standard correspondence; and generates reports 
such as displays of individual control records, and hard copy of pending and 
FOIA/PA annual statistical reports. 

Central Index System- -consists of a set of computer programs which provide 
five major system functions: search the database; display the data; add 
transactions; record maintenance; and allow A-file transfer. It is user 
friendly, menu driven, and is protected by multiple levels of security control. 

conference did not officially end on Thursday until everyone had assembled on the 
5 of the hotel lobby for a group portrait. It seemed to signal a renewal of team 
It that the attendees were certain to carry with them as they departed for home. 



Sunday, July 14, 1985 



Verbatim Text 



I can think of three things as I get up here at the stand. First of all, I see this 
candelabrum if you're expecting Liberace, you have another thought. Second, hearing 
Irv's tight ship approach here, he didn't give me any time limit, but he's awfully close, 
and the hook might come out any time. So I will try to move along fairly rapidly. 
Third, I would certainly like to agree with John; that is the lousiest joke I've ever heard! 
If there was any concern about Brandemuehl this time, I'm sure he will be invited back. 
But Irv, Libby, and Joanne, my wife Joanne by the way, if you're wondering who this 
good looking lady is, she wanted to find out what I was doing tonight, so ... John, I 
appreciate your nice opening remarks. 

Let me just make a couple of general comments. I certainly would like to welcome all 
of you here, particularly those who have travelled a long way to the nice, cool 
Washington summer. We're pleased to have you. I've read the agenda to your 
conference and it is certainly a very thorough one. As I know, the conference you had 
last year (and I also enjoyed the opportunity to be with you then) was very productive. 
I think you accomplished a lot. I know you had many, many years without a 
conference, so it's good to see one on a regular basis. Much has occurred since your last 
meeting and I think mostly for the good. We got a lot of issues in difficult areas in the 
Immigration Service, but we've made a lot of progress, certainly due to you and your 
people where you're really working on the tough, tough issues before you. You know, 
in order to get prepared for this speech I asked for some information. There were two 
approaches that I followed in preparing for this talk. One, John's people gave me a 
verbatim copy of my last year's speech. And the other thing is, I went to church this 
morning. Now, I was wondering why I got a verbatim copy of last year's speech, and I 
sort of figured well, maybe they said, "we'll give you this and you do it until you get it 
right." The church I wanted to mention because I knew many of you would be 
impressed if I told you I did go to church and also that I did stay awake through the 
sermon, because there was a little story that the minister told and I'll pass that on to you 
a little later. I'll make you wait and stay awake yourself. 

Your work is so critical to the Service and really, it falls right into our old role of 
management. Like any organization, whether you're a private company, a government 
organization, or whatever, it's really going to function on how well you do your 
fundamental duties and how well you're organized and how well you communicate. I 
think we've worked very hard in the last few years at INS to do just that. While we 
haven't done everything right, for sure, I think we have established a very good solid 
management system. We've got excellent managers in place, and we've got a good 
selection procedure for top managers, the top Central Office District Directors, Border 
Patrol Chiefs, what have you. I think that worked well. And on down the line we set 
up a decision memorandum process that I hope all of you know about and understand, 
because it's intended to reach down into the organization, so that any of you, if you 
have an idea or a policy direction that you think ought to be pursued, have the system 
that's out there to be sure that your ideas can be funneled up through the line and be 
considered. If you don't know about it, and I hope there are not many in that category, 



to what John said in an overall theme, is to improve our Immigration Service image and 
professionalism. 

Let me talk about some of the aspects of your work that are so important. You clearly 
are the front line for your courtesy and your efforts to deal with the public. These 
services that we give are a key element that must be continually emphasized for all of us 
because this is how we're going to be perceived by the public. We must modernize and 
update our operations. We've done a lot, but there's a long way to go. I think we all 
realize that. We must realize that there are horror stories in our own Service, sometimes 
real, sometimes perceived. We constantly hear the story (and it just came out in a recent 
study on our statistical review) bringing up the New York Office, an example of the 
boxes full of files. I don't know how true that is. Apparently, some of this is may be 
old and maybe it's been corrected. We still are facing this situation where it's perceived 
or in some cases true that we don't have good filing systems, good records systems, or 
good systems that deal with the public. 

In that regard, I'll tell a true story. I won't make you go too far in the speech. This 
was what the minister told us today. There was this man who went to the doctor who 
had a hearing problem. The doctor said, "Well, I think the thing that is causing your 
loss in hearing is that you've been drinking too much. You're going to have to cut back 
on the booze. If you do that, your hearing will be alright. I want you to do that and 
come back in a month, and we'll check you out again." The man comes back in a 
month. The doctor checks him out and says, "Well, your're not hearing well; you're 
obviously still on the booze." The patient said, "Well, I was very good for three weeks. 
I cut off entirely, and I was hearing fine. Then, I decided that what I was hearing was 
a lot more unpleasant than the booze, so I went back to booze." Now, I'm not quite sure 
how the minister worked that into the sermon, but I think it has application to us. So 
often it's easy to fall back into the old system or "this is how we've done it for years, 
why change" and so forth, and not realize that we're not liking what we're hearing, and 
it's easier to revert. Maybe, we'd better listen and we'd better hear. Clearly, the 
problem with lost files, where those exist, is something that we must deal with. 

I am proud of the work you've done. I certainly want to emphasize that. I think due to 
Irv's leadership and John's, we've made some dramatic progress due to your good efforts 
in doing that. Let's talk a little bit about the accomplishments. John mentioned the 
Telephone Service Center. The Eastern Center was opened a year ago handling calls up 
and down the Eastern seaboard. That has now surpassed the millionth call this year. 
We've now opened the Western Regional Center. It was opened in December of 1984. 
That covers a good part of California. That's now surpassed the half millionth call in a 
6 to 8 month period. 

I recently was in Los Angeles and the District Office. I hadn't been there for a while 
and the new waiting room reception area is outstanding, and real compliments to those 
in the Los Angeles and the Western Region. That is a model. I hope the rest of you 
can, if you're out there, be sure to see it. It makes you feel good. It's like going into a 
nice hotel and a nice lobby. You have a good feeling as opposed to something that 
doesn't have that. They've got the video equipment where people can get information 



effectively with the public. Some of the accounting programs, the FARE System that is 
going in place regarding the fee accounting and receipts, again, can make our job more 
effective, and that is working well. The Freedom of Information Case Tracking System 
has been very effective, and cut down dramatically the reduction in backlogs in that 
area. Probably, the Contact Rep is the most important of anybody because. that person 
is out there in front meeting the public and dealing with them. We must remember that, 
probably different from most government agencies, we often are the first government 
agency that many people will ever deal with. It is so important; these people often don't 
speak the language well; they're new to the country; they don't understand a lot of 
things. If they're treated rudely or they don't understand, they're likely to have a bad 
image not only of INS but of a lot of the country's institutions. Conversely, if it's a 
pleasant experience and they're treated well, they feel they're getting good service. 
Even though at times we often have to say no, if they know they're treated fairly, then 
they'll have a much better feeling. Last year, we naturalized a quarter of a million 
people, one of the highest numbers ever naturalized in this country. That is clearly our 
goal, too. As people come in here as immigrants, we want them to go through the 
process to become citizens, to become an integral part of our society. We can play a 
very, very important part in that. The Contact Reps and all of the line are so important 
in that area. Regarding the courtesy campaign that the Western region started, but the 
Southern Region has pursued, as well as the Northern now, I know I felt initially that 
the buttons and posters were perhaps a little corny. But, you know, when I was out in 
San Francisco, and I've been in other offices and seen the poster on the wall, "We Serve 
with Courtesy and Pride," it makes you feel good because it's sitting behind the Contact 
Rep or somebody else. Our people see it, our customers see it, and it's just a feeling 
that makes you mean it. That's worked very well. My compliments to all of you for 
doing that, for carrying on that campaign. It's not a gimmick, it's not just something 
you do for a month or so and then drop. It's really a reminder for all of us of what our 
job is. The service is part of our name, and it's so important to do. 

Some other things that maybe don't get as much attention, but things you've worked on 
and they're important: Mail economy project, for example, where the General Services 
Administration and INS Postage Reduction Program saved almost $700,000 this fiscal 
year. The Cuban Adjustment Program in Florida, where we're in the process of 
adjusting 120,000 or 100,000 people and its going very smoothly, again, due to a lot of 
the good efforts of the organization that many of you have been involved with. Some of 
the data we're gathering in the SAVE Program, Systematic Alien Verification for 
Entitlements, has worked so well, and will save us a lot of money. We've produced in 
New York alone some 10,000 names from our programs for that project, some 42,000 
student forms for various foreign students, and some 10,000 names for Puerto Rico for 
verifying citizenship. 

Again, the courtesy thing is so important, and just to stress it, I'll tell a story that's 
almost as bad as John's. Some of you might have heard it because I do have trouble 
getting good jokes and you can see we need help in that area. If any of you are good 
joke writers, please volunteer. As we all know, our president has had some surgery and 
so forth and everything looks like it's going well. The story of the heart transplant 
comes to mind where this person is in need of a heart transplant and the doctors inform 



"Certainly. In looking at those three candidates, I feel that the one from the INS person 
is the only heart that's never been used." 

I think the point is that often we have that reputation. Again, I think we are coming 
out from that. I am really proud of the efforts that we all are pursuing to be sure that 
we don't have that reputation "as the heart that's never used" or the person who doesn't 
smile and so forth, because we have a good Service here and we have good programs, 
and not only an organization we're proud to work with, but one that can continue to be 
in the public eye, as I mentioned, and do a great deal for this country. 

Let me talk about several other of the aspects generally in the Service beyond your area. 
You might be interested in this. As you know, Senator Simpson has reintroduced his bill 
as S.-1200 and we've completed hearings. It's basically a good bill for the Immigration 
Service. It improves even over last year's bill. So, overall we're really pleased with it. 
It has a long way to go. He is hoping to go into markup in the next week, and possibly 
even Senate floor action before their summer recess by the end of this month. That's 
very optimistic, but it's possible. Then, we'll be back in the House again as we've been 
the last several years. The vibes are a lot better this year. If we get the thing rolling, it 
just might make it. The third time might be the charm. So, we're optimistic. It is 
important for you to understand the basic elements of this bill- -the fact that we need it. 
It also has some significant ^resources in it for INS and has some direct implication 
obviously. We hope we can move it. As you talk in your communities with your 
friends, and community organizations, it's very helpful to be talking about the need for 
this reform because we do need it, and it will help us a great deal in doing our job 
better. So, we hope you will keep apprised at what is happening and again, speak out as 
you have the opportunity. We often talk about the need for legislation, but you don't 
just wait for Congress. For one reason, Congress doesn't always move that fast. We can 
do a lot ourselves, and we've done a lot. 

As I mentioned earlier in the priorities area and very basic management approaches, 
we're doing a great deal. We also have a great deal of power in the regulatory realm. 
We talked about these earlier for automated systems. We, again, are reviewing our fee 
structure because under Federal guidelines you're supposed to adjust your fees even as 
often as annually to be sure that they meet the costs of the services. So, we will 
probably in the near future be raising some fees and might even be lowering some to be 
sure we are charging the proper prices. There are other areas. The asylum area is one 
where we're pursuing regulations. We can do that without having it done through 
statute. We might do some of that in the agricultural area, where if legislation doesn't 
pass we can do by regulating some of the aspects to improve the existing temporary 
foreign agricultural workers. In the area of student regulations, we passed regulations a 
few years ago. While we made some good changes, we also created some problems, and 
we're needing to adjust them. We are pursuing similar regulations in the H's and L's 
relating to businessmen where, again, we can do a lot. In your areas, maybe you don't 
get into all these particular approaches, but you do see a lot of the Immigration Service 
and it's important for everybody, whether they're from Information, Records, or they're 
Enforcement or Examinations or anywhere else to be sure that you feel apart of the 
team. If you have a thought on procedures, a thought on regulations or anything else, 



cases. We won all of them. We're 7 and in the Supreme Court in the last two years 
and that's unprecedented in the Immigration Service. That kind of record is fairly well 
replicated down in the other Federal courts, district courts, and the circuit courts. 
Because we're in, we're being aggressive, we're putting forward our case. We don't win 
them all. We shouldn't win them all, but we are winning what we should. We're not 
losing when we shouldn't be and that's important. 

In the enforcement area, I've mentioned this before but I'll just cover it again because so 
often it's easy for all of us to be confused. What do we do, and what approach? We 
have a clear goal under our statutory mandate to deter or to prevent illegal immigration, 
largely, so we can be assured that our legal immigration, which is roughly half a million 
a year, continues. We are a nation of immigrants. We want to continue that. The 
Immigration Service has a big role in that regard, and by deterring illegal immigration, it 
enables us to keep our system in place. That's important for all of us to remember. 
You hear stories, and people complain but we have ttie role to enhance legal immigration 
and to deter illegal. Three approaches in dealing with the illegal problem. One is the 
border. As you know, this current year we have added a thousand additional personnel 
to the border. This is the largest increase we've ever had. Over the last four or five 
years we've added a great deal of equipment and technology, and automation is now 
coming into play, all of which allows us to do the job better, and we are doing it better. 
We're apprehending more than ever. I think we're doing a significant amount in 
deterring illegal immigration. We all know you can't stop it all at the border. You've, 
therefore, got to deal with the interior. People coming here with the simple thing of 
getting a job or on getting on some kind of benefits. That's why we need the legislation 
and the penalties against the employers. But, short of that, again, we can do a lot even 
without sanctions. We hope to get them. It's important to get them. But, we have been 
working more and more, and we want to continue this work with employers, and work 
with labor unions, in a cooperative venture. Make it clear that it's not in the employers 
interest as a matter of patriotism or as a matter of good business to hire illegal aliens. 
In cases where there have been blatent violators- -like some recent examples in Los 
Angeles, where one factory making furniture had over 200 illegal aliens out of a 
workforce of 400, at an average wage of over $5.00 an hour, semi- low-skilled work 
right in an area where there are a lot of Hispanics, and Blacks, clearly in need of some 
jobs- -you can't tell me that those aren't the kind of jobs that American citizens or 
lawful aliens will take, will want, and that the employers of some of those cases just 
won't hire citizens. That's why they're not getting the jobs. So, we want to work more 
with the Internal Revenue Service with the wage and hour, and with OSHA and other 
organizations, the Department of Labor, state governments, as well as some more 
concentrated efforts on our own and really go after some of these blatant violators. We 
also are considering and will probably pursue some affirmative litigation in some of 
those areas. We can do alot in this job market. Again, take some innovative ideas and 
some good thoughts, and we want to welcome that. 

The other area I mentioned earlier is SAVE, our welfare computer matching. Due to the 
good work of your organization information systems, we now have the capability we've 
never had before. We have a computer ability to match with states so that they can 
check to see which alien is applying for welfare or unemployment or other benefits 
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entitled to benefits. By using our system, those who are entitled get the benefits faster. 
This is an area that we, again, can do a lot in, particularly in your organization, to be 
sure we have our records operating effectively, and our computers up-to-date to give 
this kind of good service. This will allow us to do our job better and to deter illegal 
immigration. If we can get the legislative addition, we'll really be down the track very 
well. When I talk about these three approaches I often use the example of the football 
team. In order to get a winning team, you need a good offense, a good defense, and 
good special teams. We need good border enforcement, interior job market placement 
enforcement, and entitlement enforcement. You'll probably wonder why the hot July 
day you're talking about football, but as you might know, summer practice is about 
ready to start for the National Football League. I am from Oakland, and it still hurts 
me when I want to talk about the Oakland Raiders, but I now learn (probably not many 
of us watch the USFL, I think) that the Oakland Invaders are playing the championship 
game tonight. I do, again, want to emphasize the service aspects of our business and 
remind you of the important role you play in a person's first contact with this country. 
Let's remember that as we look at the banners up there that say "We Serve with Pride, 
We Serve with Courtesy" or what have you. 

Let me end with something that I'd like to leave with you as a stimulating thought. Irv 
and Libby and I were talking at dinner about this and this is another very exciting thing 
for the Immigration Service. That regards the future use of Ellis Island. You're all 
aware, of course, of the big campaign that's been underway in the last couple years to 
restore the Statue of Liberty and Ellis Island, and the major fund raising that's going on. 
Next Fourth of July 1986 there will be a major rededication of the Statue of Liberty due 
to the work that's been done by this Foundation headed by Lee loccoa to raise the 
money to restore. As you know, it's underway. You see the pictures of scaffolds and so 
forth. Also, underway right now is the restoration of the Great Hall on Ellis Island. 
This is the processing hall where many millions of people that came to this country from 
the early 1900's (up until they closed it in 1954) came through. This will be converted 
into a living museum. That's also a part of the same funding. I think that we'd all be 
very proud of our role. What I want to talk to you about is what is to be done about 
the remaining buildings on Ellis Island. The Great Hall is about one-third of the 
buildings. In addition to that there's a large building (what had been the hospital) and a 
number of war buildings, all beautiful brick buildings that are very structually sound 
and can clearly be restored. The insides are all gutted because they had over 30 years of 
disuse and water damage and whatever. There's a lot of work to be done. The issue is 
whether those buildings will be torn down or converted to some other use. We have 
really gotten into the act lately, and it's sort of exciting. There's a tremendous 
possibilty. Again, I mention this because I would like to stimulate all of you to think 
about what could be used and what could be the proper use of the buildings. What we 
propose, this land is owned by the Department of Interior, the National Park Service, so 
they will operate it. The Foundation has the money. So, we're trying to get the money 
together with the owner to do something about it. What our proposal is is along these 
lines. Turn these other buildings into a conference center, a training center, a cultural 
center, and an education center. Really, a multi-use function with those various 
components. When you think about it, every time you read the paper or talk to 
somebody you come up with a new idea. Obviously, maybe this conference a few years 
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have conferences there, conferences on international issues relating to labor, health, or to 
drug abuse. Many others, again, could use this. Other thoughts that we've developed 
just to get thinking about it, brainstorming (because that's all we're doing): What better 
place for foreign students who we deal with so much to encounter the United States a 
week long orientation session at Ellis Island. The same could be true for AFS or other 
high school age students who would come here. Or they could maybe also spend a 
weekend before they depart. Irv and I were talking about the military where they have 
a lot of training of war and military officials here usually at our military bases. They 
get into some study of U.S. institutions and government. What would be better than to 
have them go to Ellis Island for a weeks training? They would really get the feeling of 
America and what it's about. There's a lot of possibilities. This could still go and they 
could be torn down, but I think we have a lot of opportuniy as a broker because we're 
not looking into running or to be a landowner. We'd like to work with the National 
Park Service with the Statue of Liberty, Ellis Island Foundation. So I would stimulate 
and welcome your thoughts and ideas of uses of the kinds of things I described or 
anything else. 

So, again, I want to thank you for the opportunity to be here. I tried to keep close to 
your time frame, but I welcome you to Washington. I also hope you have a very 
productive and enjoyable conference. 
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Records Systems Division (RSD) has continually pursued various approaches and 
applications for determining, recommending, and optimizing: 

the annual CO/Regional budget/FTE resource levels within the overall 
Records and Information Program (Decision Unit 3230); 

fund availability; and 

subsequent resource allocations/reallocations. 

In furtherance of this goal, RSD has held extensive discussions with representatives of 
CO Adjudications and Naturalization to explore potential application of their automated 
Resource Allocation Program methodology to the Records and Information Program. 
Based on consultations with CO Examinations representatives, RSD has developed an 
automated Program Resource Allocation model. 

This model utilizes historical G-23/PAS workload/performance data to develop or 
project subsequent fiscal year workload data for each region, using standard rates of 
completion (units/hours), and related work year requirements. Additionally, the model 
applies the projected results to the total available FTE and calculates the recommended 
staffing for each Region. -The model represents a major potential management tool for 
use in developing annual budget resources requirements and subsequent 
allocations/reallocations. 

RSD Staff gathered G-23 workload data on 11 different workload activity indicators, 
such as A-file creations, Files Transfer, Consolidations, etc; seven indicators represented 
Records activities and four represented Information, including FOIA/PA. Regional 
workload and workhours were derived from the G-23 reports, and completions and 
receipts data were extracted from information in those reports, for each of the four 
regions over a 4-year period: FY 81 - FY 84. It must be pointed out that at the time 
of developing the completions and receipts data, FY 84 data were not complete and only 
6 months of data were available. Therefore, to derive FY 84 data, this data had to be 
extrapolated to reflect the entire year. 

Exhibits A and B look at numbers of "Completions" for each of the 1 1 activities at each 
of the 4 regions for each of 4 separate fiscal years. "Completions" are matched with the 
productive hours to complete those items of activity by region and fiscal year. The 
objective of these tables is to ultimately derive a "Time (in hours) to Complete" each 
item of activity. Dividing the productive hours by the completions for individual items 
by region and by fiscal year, an average completion time for these categories is derived. 
This was done for all 11 activities. 

Exhibits C and D deal with "Receipts"--these are actual receipts over a 4-year period by 
region. Adding together the 4 fiscal years of actual receipts by activitiy and region, and 
dividing by 4 results in the "average receipts" estimate for each region. These averages 



omy an average lor an regions, inereiore, ror an lour regions in me example, me 
"Average Completion Time" is .056 hours. This is where the model derives the 
projections for allocation of resources by region. The derivation of the "Average 
Completion Time" (in hours) becomes the common relationship among the four regions 
to project workhours for resources distribution. 

During the development of the model, it was discovered that it did not address all 
productive hours available for the Records and Information Program area. It was found 
that approximately 30% of the production hours available in the G-23 data were 
unaccounted for in the identified Information and Records line item activities. 
Therefore, an additional line item of activity was inserted to include a 30% factor to 
address these unaccounted for productive hours. 

Above the double line shown on exhibit E is the total regional distribution of productive 
workhours. This distribution is used to derive the Workload Distribution Percentages. 
The percentage is obtained by dividing each region's projected workload by the total 
projected work hours. As an example, the ER's 29.5 percent was achieved by dividing 
297,062 hours by the total 1,008,523 hours. The approved regional authorized force for 
FY 1985 is 895. Applying the derived regional workload distribution percentages to the 
total approved authorized force results in a new authorized force level for each region. 
This same procedure would apply to FTE's, too. 

The last two columns, Auth Force and FTE's. of exhibit E show the actually approved 
resource distribution as it exists today. Application of the resource allocation model 
would require some major adjustments to the present force and FTE levels, especially in 
the ER and SR. 

This model illustrates how important it is to accurately report workload data on the G- 
23. It must be realized that this model is a first-cut of a method that could be used for 
resources allocation planning, and for developing and justifying future resources 
distribution and requirements. At this time, the model is only a method to be examined 
and discussed to determine its potential Servicewide benefits and shortcomings for 
planning, development, and allocation of the Records and Information Program 
Resources. Adjudications is currently using a similar model to make adjustments in 
their staffing among the regions. However, Records Systems will not use past data as a 
basis for making major changes in resource allocations. Definitions still need to be 
refined and standardized to ensure that each region is measuring the same thing. 
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Division Branch Directors 



Mr. Duell discussed with the conference points raised in a draft of "An Outline of 
Proposed Planning and Operational Initiatives" for the Information Services Program 
(Exhibit A). He also discussed additional points with regard to the Contact 
Representative Program and the FOIA/PA Program. Briefly summarized: 

Establishment of Eastern and Western Telephone Service Centers. 

Expansion of IVIS and IDIAL to Los Angeles and New York district offices. 

Implementation of the FOIA/PA case tracking systems. 

Although the FOIA/PA backlog has been reduced by 29% during the past 
year, there still exist several hundred cases that are more than a year old. 
Receipts have been redefined to further efforts in this area. 

There has been a turnover of approximately 70 Contact Reps (one-quarter of 
the total) this year. The positive side to this high turnover is that it is an 
opportunity to facilitate change and to emphasize a "Public Service First" 
philosophy in the training of those new hires. 

The primary emphasis of INS is on enforcement and in providing quality 
information about benefits to which our alien clientele is legitimately entitled. 
The Information Service Program should be pursuing the successful 
integration of policy, technology, and people-oriented plans for improvements 
to our program. Technology has received the major focus during the last 2 
years, but the Program is signaling a shift during FY 86 to a more balanced 
emphasis on people and technological improvements. 
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arming and Operational Initiatives; FY 86-88 
oposed Information Services Program 



1 2 JiJ 



From 



vin Klavan 

sistant Commissioner 

cords Systems Division 



James R. Duell 

Director 

Information Services Brand 



:tached is a "draft outline" which highlights planning and operational 
itiatives which have been developed as a guide for Information Services 
ogram personnel activities during the next several fiscal years. I believe 
ese proposed initiatives which incorporate many of our present on-going 
itivities in addition to focusing our efforts on "people issues", if imple- 
nted, will go a long way toward supporting the Commissioner's Priority of 
iproving the image of the Service and fostering a "public service first" 
titude among our Contact Representative work force. 

intend to mention a number of these initiatives in my talk at this year's 
cords & Information Conference. In addition, I plan to provide copies of the 
raft outline" to the conference attendees and solicit their comments on any 
ditional initiatives which they would like to propose during our workshop on 
' 86 priorities. 

am, of course, available to discuss these and other initiatives which you 
irsonally would like to see incorporated into our efforts. I would hope not 
ily you but also Mr. Murray and Ms. Meissner would have the opportunity to 
iflect on these proposed initiatives and to provide any advice on and/or 
rect support to our efforts. 



tachment 



DRAFT 



FY 86, 87, and 88 

An Outline of Proposed 
Planning and Operational Initiatives 

zhnological Efficiency Improvements Initiatives 



Complete the contracting process to secure a long term (5 yr) main- 
tenance and replacement contract for existing "ASK IMMIGRATION" Equip- 
ment Servicewide. 

The concept of providing unattended, automated self-service information 
dissemination equipment in Service public information areas (IVIS & 
IDIAL in Miami, Los Angeles and New York) has proved a viable alterna- 
tive method to providing individual, personalized assistance to general 
information inquiries by Contact Representative personnel. However, 
initial vendor equipment and physical design, though adequate for 
prototype testing, needs further refinement. Maintenance, reliability, 
workmanship and cost must be reconsidered before further expansion 
plans are finalized. During FY 86 contract specifications should be 
redefined, Service-wide needs assessed and cost estimates developed. 



. Telephone Service Center (TSC) personnel and equipment 
reconf igurations 

- use of more direct dial to AI Equipment 

- decrease in use of Tape Librarians thru further automatic] 
improvements 

- other equipment modifications 

- consistent with funds availability, open a third TSC in Texas t< 
include Dallas, Houston, San Antonio, Harlingen and possibly El Pas< 
and New Orleans District Office. 

i. Expand use of unattended telephone systems in accordance with tto 
results of the present equipment test being conducted in Charlotte 
N.C. and Portland, OR offices and funds availability. 

>. Implement the automated fee accounting and receipt system (FARES 
during FY 85/86, consistence with hardware distribution. 

Personnel/Morale Initiatives 

L. Issue revised Contact Representative Handbook during FY 86. Incorpo 
rate "public-service-first 11 philosophy in describing Contact Repre 
sentative duties and responsibilities. 



DRAFT 



Designate the Supervisory Contact Representative in charge 
C.O. Information Operations Unit, the highest graded Contact 
sentative, as the "titular leader of the corps" of Contact 
sentative Service-wide? and utilized "the Service's #1 < 
Representative" as a speaker at each Contact Representative t 
program, as a member of the Records & Information Man; 
Assistance and Inspection Team and at other ceremonial tyj 
vities throughout the Service. 

Research, announce and begin preparation for the appr< 
Anniversary Year of the Contact Representative program. 

Search and locate the 1st Contact Representative (or someont 
1st group) for participation in the Anniversary Year. 



Research during FY 86 the feasibility of establishing a p< 
closing field Information operations for 1 week annually and 
a 3 day in-house "Motivational Retreat" either region 
nationally which would be designed to foster "public-service 
attitudes. 



4. Redesign the Contact Representative uniform during FY 86 anc 
ready for use in FY 87 when uniform allotment is raised from $1 
$425. Include special commemorative patches, limited rank bars, c 

5. Establish uniform, Service-wide standards for selecting individual 
Contact Representative positions. 

- Improve the selection and screening process with emphasis on ic 
fying and weeding out, through the interview process, those wl 
not suited for the demanding, stressful situations that C< 
Representatives handle every day. 

- Incorporate pilot efforts of Eastern Region. 

6. Establish and fund a base level training program which places emi 
not only on I&N Law training but also on a philosophy of "p 
service-first" and which includes Stress Management, Courtes 
Cultural Awareness. Conduct annually: 

- 3 Basic CR Courses annually (3 wks) 

- 1 Senior CR Course (2 wks) 

- 1 Supervisor Course (1 wk) 



representatives should actively review, during FY 86, training program 
of private organizations and other government agencies which service 
multi-cultural, multi-ethnic clientele to determine if others ar 
utilizing techniques which could be incorporated in INS trainin 
programs. Such organizations would include but would not necessaril 
be limited to commercial airlines (reservations agent and fligh 
attendant programs), Disney World/land, Internal Revenue Service, th 
National Park Service, etc.) 

1. Given the level of training development and administration envisione 
in item #6 above, investigate the feasibility of assigning a full tim 
position to the Glynco Training Facility staff similar to tha 
assigned by other operating programs. Position would be utilized as 
course developer, instructor and class coordinator. Target E.O.D. dat 
January 1, 1986. 

Courtesy Campaigns 

[ncorporate Central Office, Western and Southern region courtesy initia 
tives into a uniform Service-wide program to include: 

- Buttons 

- Posters 

- Slogans 



Uter Efficiency Improvements in Service-to-the-Public 



DRAF 



.. Establish a Service-wide contract for transcriptions pf Forms line (si 
tapes and dissemination of Forms directly to the requestors. 

!. Pursue more effective roonitorship of Public Reading Rooms by Centra! 
Office and Regional Office staffs. 

L Redesign, reprint and retitle Form G-641, "Application for Verificatioi 
of Information From INS Records" to eliminate confusion regarding 
usage. Consider elimination of fee charge since information can now to 
obtained free if requestor is educated enough to file a FOIA request. 

L. Using Information Services Program personal, provide support to form! 
design efforts fostered by the Examinations Program. 

>. Incorporate more training emphasis (both locally and thru Glynco base< 
courses) on document fraud detection. 

>. Pursue a policy of answering the Information Section telephones as ; 
first priority for Information personnel; and pursue a policy o 
encouraging the public to communicate with the Service either tele 
phonically or through the mails as their best choice for service rathe 



DRAFT 



k Measurement Initiatives 



Implement during FY 86 the rewritten, Information Services Program, 
specific section of the G-22/23 Work Measurement System. 

Implement during FY 86 the rewritten, Freedom of Information/Privacy 
Program specific section of the G-22/23 Work Measurement System. 

Both program sections reporting requirements have been designed to 
enhance the collection of key indicator workload measurements. 
Prior workload data was deficient and the data that was captured 
was interspersed with Records program workload data. At present 
it is virtually impossible to analyze segregated Information or 
FOIA/PA workload and draw any meaningful conclusions. 

Through analysis of collected data beginning in FY 86 and continuing 
during the proceeding Fiscal years: 

- Proceed with the development of productivity standards for Contact 
Representatives and FOIA/PA processing specialist. 



Continue , subject of funds availability, the renovation of INS wait 
rooms Service-wide consist with the standards and color scheme establis! 
during the recent renovation efforts in Los Angeles and San Franci 
District Offices waiting rooms. Continue joint effort with the Office 
Adminstration to define waiting room standards and publish a construct 
guide. 



Christian discussed the major achievements and future goals for this Branch. An 
nizational structure (Exhibit B) and a list of supervisors, contact persons, and file 
rol offices (Exhibit C) were presented so that people will know who to contact for 
ific needs. 

The major achievements include: 

The Mail Economy Program- -resulting in a savings of $699,600 during the 
last year; 

The Cuban Adjustment Program supported by a full-time management 
analyst and two full-time employees key entering data; 

Project SAVE producing a savings of several million dollars in California 
alone; 

The Student School System- -sending mailers to schools and entering data; 

Adjudicationsconducting the ACS/FARE survey in Chicago; and 

The TIGERr Team- -allocating resources to implement an approach that 
permits trouble -shooting throughout the entire service. 

ire goals include: 

Revising the G-23 has top priority and Kay Carver is working full-time on 
this; 

Scheduling three to four visits per year to conduct field evaluations; 

Printing and distributing a Correspondence Manual by the end of the fiscal 
year; 

Developing, on a national level, priorities that will determine which Records 
functions should be done first; 

Continuing the work that has been initiated by a committee to develop a 
National Records Procesing Center in conjunction with Project Inform; 

Restructuring and evaluating the current grade structures in response to the 
changes created by the most recent period of automation; and 

Identifying the exact scope of "Records" work. 
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iriquez presented an organizational chart (Exhibit D) that defined the Quality 
:e Branch (QAB) within the Records Systems Division. It has two sections: 
Is and Evaluation Section and the Technical Support Section (TSS). TSS provides 
ite monitoring of data entry performed by contractors for INS at Riverdale, MD 
IMDAC conctract) and at London, KY (for the NIIS contract). 

ality Assurance Branch is specifically responsible for the following activities: 
:e: QAB Approved Mission Statement) 

i Administers the Servicewide programs designed to ensure acceptability of 
contractors' performance consistent with specified standards and within 
acceptable quality levels as provided in the Statements of Work; 

i Conducts visits to INS Ports of Entry, District Offices, and Contractors to 
ensure timely processing of immigrant and nonimmigrant documents; 

i Responsible for planning, developing, coordinating, implementing, and 
evaluating policies, procedures, and practices of the INS field quality 
assurance organizations; 

i Assists in preparing the Contract Statement of Work documents that describe 
the essential and technical requirements of the services to be provided, 
including the standards used to determine whether the requirements have 
been met; 

i Participates in project management activities, including the contractors system 
development life-cycle processes to ensure that necessary and appropriate 
quality assurance performance indicators are designed; 

i Provides administrative supervision and technical guidance to the INS field 
quality assurance supervisors and appropriate consultations with contractor 
management personnel; 

Performs evaluations of existing information systems to determine the validity 
of the data bases. 

E presents the lifecycle of automated data systems. The Quality Assurance (QA) 
may be asked to participate during any phase of a system's life cycle, be it 
n phase, development phase, or operation phase. During the first phase, QA's 
usually to serve in a consultant capacity, reviewing various work products by 
ors, such as General and Detail Design Documents, System Specifications, 
i Specifications, and Data Base Design Documents. 

F illustrates the four INS systems, and the processes for each, that QAB is now 



systems have three components: document collection, data entry, and data 
ing. With NIIS, IMDAC, and STSC, QA monitors all three components. 

is the first system that QA looked at to conduct a data base review. Unlike the 
ystems, processing is on-line and data entry is done by INS employees. We do 
ye QA monitoring at data entry, nor could this function be staffed at all offices 
STAGS. Therefore, the review is based on strategies that entail looking at data 
t is on the data base. The performance of the system is not evaluated, but the 
ts of the data base are. The data is stratified, using different schemes, to help 
lake statements about the utility of the data to the users. 

t G details NIIS statistics to give some idea about the scope and magnitude of the 
tivities. For this last May and June, our contractor processed over 1.3 and 1.4 

records into the system. The QA program ensures that this ch.ta meets the 
ds of accuracy in our contract. It is also necessary for the contracto r to complete 
itry in 10 days from date of receipt to delivery of data tapes to INS. Thus, three 

of processing are examined: accuracy, timeliness, and document completeness, 
, that all data fields be completed on the document and keyed on the automated 



icords System Division is proceeding with work on the Nonimmigrant Information 
(NIIS) quality assurance enhancements. Progress in this area has resulted from 
mbined efforts of the Records Systems Division and the Data Systems Division 
Information Systems, and from members of the Users Group. 

IIS enhancements are designed to overcome deficiencies in document collection 
,ta processing in the system, with the overall intent of improving the accuracy, 
iteness and timeliness of the data base. 

i are underway that will provide greater control and better measures of 
nance in the areas of commercial carrier responsibility, INS document handling, 
ntractor processing of forms 1-94 and update documents. Tasks contributing to 
tudies are organized under four major initiatives as follow: 

Document Accountability and Control; 

System Management and Reporting; 

H Data Accuracy and Document Completeness; and 

Data Timeliness. 

e, a number of tasks have been completed, including: 

Reports that have been submitted with recommendations in the areas of 
accountability for 1-94 receipts, document loss, and lapse time for document 
processing; 

Proposals that have been made to revise a document collection manual; 



A draft of a quality assurance procedures manual. 

rhe remaining tasks are scheduled for completion in September, 1985, when a full report 
be forthcoming. 



EXHIBIT D 



8 



& 



co 



EVELOPMEi 



w 



^ 

CiJ 
CO 



CO 

z 
o 





U 

a. 
o 



w o 3 

co On Du 

iS IS 

H) QM U C< 

CO CO CO Q CO 



co 



cu 



a 



z 

DJ 



CU 



-5 

tu t-4 

CO Cu 

/S M 
a 

< QM 
H CO 





3W 
CO 



e- 
3 




cn 

LU 

cn 
cn 

o 



Ul 



.S 

*& 2 



s8* 
^P 

o E _i 

5 S 5 

6* 

I 



Ul CD 

> CO M 

s si 

or > y 

ui to o 



Ul M 

1 



ui 



i$ .. 5 



3 



o: 
o 

LL 

hH 

cn 
z: 



UJ 
CJ 

< 

LL. 
DC 
UJ 



OD 
< 

a 



cn 



Ul Ul M 



a K* 



o 

ui 



% $ 

Ul M 



r cu 

^^ 



1AY 723,435 621,159 30,654 1,375,24 

rUNE 744,020 650,064 30,244 1,424,32: 



MDNITOR CONTRACTOR 

QUALITY CONTROL - ACCURACY STAbJDARDS 

DATA TAPE DELIVERY IN 10 DAYS 
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DOCUMENT ACOXJNTABILITY AND CONTROL 
SYSTEM MANAGEMENT AND REPORTING 
DATA ACCURACY AND DOCUMENT COMPLETENESS 
DATA TIMELINESS 



Verbatim Text 



I have to thank Irv for that introduction and tell you I really am enormously pleased to 
be here. I've only been with the Service 3 years. I feel as though I'm only just 
beginning to understand things. One thing that is becoming increasingly clear to me is 
that the Service tends to function in units, which see only their part of the mission and 
don't see how much they depend on other units. There tends to grow up a blaming and 
finger-pointing situation, which isn't terribly productive. I've come to see, since I've 
been in this job, how completely dependent we are on Records in carrying out our 
mission. What we do as our mission is to assure that the benefits get to the people who 
are entitled to them, as promptly as possible, in a courteous fashion, and that the ones 
who are not entitled to the benefits are denied those benefits. That's an easy thing to 
say, but it is obviously a task that we can't do without Records giving us the 
institutional records of what we know about these people, and without Contact Reps 
helping the public understand what our requirements are and so forth. We recently, as 
you all know, instituted the Balance Adjudication Program in an effort to do our work 
more efficiently and to get our decisions made more promptly. This system requires a 
great deal of work on the part of Records people to help us meet our goal of getting the 
remo table work to the remote stations no longer than 10 days after we receive it, and 
getting the work turned around from RACS within 30 days. So, in sum, the message I 
want to give is that we need Records support and we need to support Records. 

That's what we've focused our attention on this year. Irv and I have worked together on 
two major efforts team efforts to try to solve our problems instead of constantly 
complaining about them. The first effort that we've been engaged in resulted in a 
conference, that some of you attended, to discuss our proposed tests of direct mail to 
RACS. As you know, we do have in mind a plan to test this at the Eastern Region. We 
will test it with FARES equipment which we'll be speaking about in a minute. If the 
test is successful, we would anticipate going to direct mail Servicewide for certain types 
of applications, the applications, probably, that are remotable in the first place. We held 
a conference to discuss the test and make sure that Records was involved in the planning 
for the test, because if we do go to direct mail, Records is also going to be involved at 
RACS more heavily than Records is currently involved now. We also have a problem 
with the 10 and 30 day turnaround times. We are not meeting these turnaround times 
now or are RACS. The purpose of the conference was to discuss why we're not meeting 
those turnaround times. The result of the conference was that we came up with projects 
that we need to engage in to see whether we can move files faster and so forth. I would 
say one result of the conference was that it became very apparent to me that there's a 
great deal that Adjudications has to do to help Records do its job. We have to look at 
whether or not there are instances where we can do without the files so that you don't 
have to get that file for us and you can concentrate on the files that we absolutely have 
to have. 

The second important team effort that we've been involved in is the Survey Team on 
ACS and FARES. We know from our experience with NCCSS and the new NACS 
System that automated data processing is going to help us do our job better and it's 



FARES is going to do a few simple but important things. It's going to provide for 
automated fee receiving. I think you know better than I what benefits that's going to 
have for the Records operation. Automated generation of G-23 receipts statistics: now 
this is extremely important to us because we have gone to a great deal of effort to 
reallocate our workload on the basis of receipts, and though we got down a fairly good 
way of doing that, there are lingering concerns as to whether our offices really give 
accurate counts of their receipts. We've always felt that the only way we'll ever know 
that is when we have automated fee receiving. This part of FARES is quite important 
to us. It's the backbone and the balance of the Adjudications System. The receipts will 
have a case I.D. number. This will ultimately enable us to give better status inquiry 
information, as systems come on line and we're better able to track our work through a 
system. The case number will give a contact record of whoever is answering the 
inquiry, giving them a way to get into the system quickly. So, this is basically what 
FARES does. FARES will also be capturing basic case data: the applicant, his address, 
and so forth, for purposes of the receipt. Since much of this information will be later 
needed in ACS, FARES is going to be capturing initial case data for us in ACS. Those 
are the aspects of FARES that we're interested in. ACS is going to do case tracking and 
ultimately we'll be able to do better status inquiry because we'll have a better way of 
knowing where a case is in our system. It's going to automatically generate some forms 
and notices that are currently being typed by hand. It's going to provide automated or 
automatic scheduling of interviews. Those of you who are in NCCSS or NACS sites 
know what this means. In NACS particularly, this scheduling feature of ACS is 
extremely good. This is the kind of feature that will ultimately enable us to serve the 
public better by automatically scheduling people and getting them used to receiving an 
appointment promptly from us, but also certain offices could facilitate telephone 
rescheduling. The people could change their appointments without having to come into 
the office. Keeping people out of district offices unless they really need to be there is 
one major part of what the Service is trying to do. 

ACS is going to have access to other systems like DACS so that checks can be made as 
to where we have records on a person, whether we need to hold up action or handle a 
case in a special way. Ultimately, it is supposed to have sufficient case history stored so 
that we can reduce our reliance on hard copy file. We can look up the basic facts in the 
system and determine from those facts that we do not need a file, whereas now we ask 
for the file. It should be pretty obvious that there is a whole lot of mutual interest in 
these two systems and we got together while we were planning the systems. We have 
Records people on the ACS User's Committee and they are there specifically to alert us 
to Records needs and give us input. While we were discussing these systems, we began 
thinking about how we would like to see it worked out. We're not trying to automate 
things just the way they are, but we're trying to come up with the best possible process 
for handling our work. We're trying to take advantage of some of the things that 
automation allows us to do that we couldn't do before. Irv and I and my staff and his 
staff have gotten together and had a number of discussions about what we'd like to see. 

One concept which we all agreed would ideally be terrific was that all applications that 
came in would be reviewed for completeness and eligibility, the same way many Contact 
Reps do it now. If the application lacked a document or the person was basically 
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material that came in at a later date with a file that could be here or there. We'd 
prevent the premature grant of priority dates. We'd have consistent treatment of the 
mailed- in applications and the applications that come in in person, many of which are 
treated that way. It was our basic intention that in the mailroom, people who are taking 
the mailed-in applications will treat them the same way a well trained Contact Rep 
treats them at the counter and rejects them without taking the fee. 

The second concept we had was that when the application goes to the officer for 
ajudication it would be ideally best if all aspects of clerical work on that had been done, 
so that the officer's time would be limited to those things for which we pay people lots 
of money and train them to be officers; and officers would not be doing clerical work. 

The third thing we talked about was the aspect of direct mail. If that goes through, 
obviously our system is being designed so that it will support RAC operations. In fact, I 
should mention that the very first site we're going to go into is Chicago. When we go 
into Chicago, we will be going into the whole complex: the RAC to which Chicago 
remotes, the Chicago airport through which Chicago remotes, and one of the land order 
ports to which Chicago remotes. That way we could see our system in action in all 
places where our work might find itself. 

A final thing that we realized was that many functions that are currently being done will 
be eliminated, not eliminated in the sense that they won't be done but eliminated in a 
sense that they're now done manually and will be done by machine automatically in the 
future. On the other hand, there will be some new functions that we don't do now that 
we'll have to do. In discussing these things, we realized that we didn't have the answers 
to these questions. We really needed to look at the actual sites that these systems were 
going to go into and see whether it was practical to strive for the goals that we set in 
terms of the handling of applications. I guess this used to be called up-front processing 
before I arrived on the scene. I guess we used to do that, and it's kind of a concept like 
that. We didn't know, for instance, whether offices were set up in a way that they'd 
have the space available to do a central processing unit. The decision of whether an 
application is complete involves quite a bit of skill. The existing mailroom staff is not 
skilled enough to perform that function. We needed to know what skill levels were 
needed and how many skill levels were needed. We needed to know what other options 
for efficient processing there may be that we hadn't thought about. We needed to know 
what kinds of problems we would bump into when we moved into the realm of an actual 
office. We decided that we should have a survey team to go out and visit the offices 
that were most likely to receive this system first, mainly, the key cities* offices and their 
RACS. We needed to take a look at the actual processing there and see whether it 
appeared that our vision was doable. 

We formed a team with the Adjudications people, Records Management people, 
Information Services, Information Systems, and Planning and Evaluation. We needed to 
know how we could reject the applications in the way that I've mentioned without 
getting afoul of the department, and so that we deposited the money in the treasury 
promptly. We tried to have all the interested parties represented on this group. In 
addition, once we'd gone to a particular site like Chicago, we had local people involved 



be sure that district concerns were properly represented. We made a very strong 
decision. Irv and I made a very clear decision that we were going to send this survey 
team out to report, for instance, on the grade and skill levels without making any 
determinations as to where in the organization structure these people should fall. We 
didn't want to get into arguments about whether or not this person should be a Records 
person or an Adjudications person. We wanted to talk in terms of functions and skills 
and the number of people needed, and those other things can be decided later in an 
objective way. This team has now made its first visits to Chicago, O'Hare and the 
Lincoln RAC. They have provided a first draft of their report but it's not yet to the 
point where we would be able to draw any conclusions from it. We need to do a little 
bit more work. It's turning out to be quite a job to do this kind of analysis. 

There were some surprises that we found. I always find that there's a great deal of 
anecdote in the service. People will tell you it's this way or that way, they can do it or 
they can't, these are the proportions of this: but when you actually go and measure it, 
you frequently find it's a lot different than people's gut reaction was. One of the things 
we found when we went to Chicago was that we had anticipated that the mail- in to "in 
person" filing ratio might be about 50-50. We actually found out that there was a much 
higher proportion of "in person" filing than mail-in filings, which tells us something 
about where you'd need to put people to do this up-front rejection work, unless you can 
somehow persuade the public to mail more frequently than they do now, which is an 
objective we all share. But we were surprised by that. 

In summary, I think that my main message has been to reiterate what Irv said. I'm not a 
person that likes to just complain about things and not set about tackling them. We've 
had a very cooperative partnership this year. I feel that I personally am beginning to 
understand Records problems in a much more detailed way, and beginning to see our 
own part in creating those problems. I'm hopeful that through our joint efforts we'll be 
able to help you help us better. Thank you. 



Lloyd Sutherland 

Three years ago, during a meeting held at Glynco, the Balanced Adjudication System 
was introduced with the Regional Adjudication Centers (RACS) being a keystone part of 
that. Some comments about RACS: 

There has been widespread support for the concept, and fears that it would 
take away authority from the District Directors have dissipated. 

Regulations have been drafted to give managers of RACS signature authority 
so that they will no longer need a dozen or so stamps. 

Initial projections (3 years ago) showed that 162 people would be needed in 
the RACS. However, there are now 153 (see exhibit A ). If temporary 
positions were added in, the total would be very close to the original 
estimate. 

Initial projections (3 years ago) for completions estimated the figure at 
503,000. For FY"85, it looks like the figure will be around 530,000. 

Common Concerns and Action Items for the Future 

10-day turnaround when does the clock start ticking? 

Applications need to be stamped in immediately upon arrival 

A-files need to be created in the District Office and not at the RAC 

If an A-file does not exist, it is suggested that a MIRAC printout be 
attached 

Remoting should go directly from District Mail Rooms; 

More data is needed before making personnel adjustments; 

There are space problems at all RACS and the impact of the new regional 
alignment is not certain. 

Approximately 14% of the workload is being performed at the Ports of Entry. This is 
viewed as a "free good," since it is work that the RAC would have to do otherwise. If 
there is a problem with a specific RAC not returning files quickly enough, the Regional 
Office should be contacted. 



REGIONAL ADJUDICATION CENTERS 
COMPARISON - PERSONNEL AND COMPLETIONS 
FY 83 TO FY 85 



Location 

St Albans, VT 
Dallas, TX 
uincoln, NB 
San Ysidro, CA 
rOTALS 



Personnel 

43 
36 
32 

ii 
153 



Conpletions 


FY 83 


FY 84 


FY 85 ( 


77 r 680 


103,960 


159,00 


33,033 


42,851 


86,00! 


31,880 


78,862 


112,00i 


58,604 


89,296 


173,00 


201,197 


314,969 


530,00 



a) Actual totals through April 1985 - Annual ized through September 1985. 



Facilitators: Catherine (Kay) Carver and Tedd Spears 
Reporter: Maxine Boren 



This workshop session focused on the Records pages of the redesigned Productivity 
Measurement Reporting System, the G-22/G-23 forms. 

Kay Carver explained why the G-23 was redesigned. A better designed form should 
help INS' staff to accurately record work performed under the proper line items. Such a 
form will also help determine what the major workload is at any given time. This 
information will be useful for resource allocation, budgeting, and future national 
productivity standards. And finally, the forms needed to be more manageable. 

Last year, a study of the G-23 statistics showed that the most important work items 
were being charged only 25% of the work hours. 

The new forms make up a neater package. Items considered insignificant have been 
removed, so that the list was streamlined into the most significant tasks. At this time, 
there will be a freeze on any more changes for one year, while research on INS* 
workload distribution is conducted. 

Tedd Spears, Management Analyst of Records* Central Office, has been working for the 
last year with productivity statistics from the G-23's. Mr. Spears used those statistics to 
develop the fourteen graphs on the following pages. These graphs focus on activity, 
workflow, hours, and productivity. The new automated system will be able to produce 
such analyses on a quarterly basis. These graphs will be published by INS at a later 
date. 

Kay Carver reviewed the directions and definitions for the new G-23's, and answered 
questions on particular line items: 

700.1 A-Files Created 

Question: Who is to report A-File creation time in those cases when an office other 
than Records does the G-361 and sends it to Records? 

Answer: Records creates and verifies; therefore, Records reports the A-File creation. 
Remember, a file has not been created until it is in the MIRAC system and verified. 

Additional clarification will be added to line 700.1 to read: A-Files Created/ Verified. 

Cecil Christian, of Records Management Branch, reminded everyone that it is mandatory 
to check every file you handle to make sure it is in MIRAC. If it is not, enter it into 
MIRAC. Count that as a new creation even if the file was old. 
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create it then. Besides, if we want files accountability, we have to do this. Otherwise, 
we're messing up our system. If people are sending you files which have not been 
created, they owe you an explanation. 

700.2 Files Transferred 

As soon as we get the Central Index, aU files will ^e transferred pji a permanent basis. 
We're not going to refer to anything as "on loan" The only exception will be C.O. files. 

Since every office, even ports of entry, will have an alphabetical code, the forwarding 
of a file will always be a transfer. 

Remember, never transfer "Temporary" files. 

700.3 Files Consolidation Requests 

This line item title will be changed to read "Files Consolidation." 

CO-44's must be counted as pending if consolidation has not been completed. 

Do not count it as a file consolidation when material is taken from a temp file and 
placed in a regular A-File. That time is reported under 700.7 (b) Files operation. 

Irvin Klavin informed the group, "I hope that next year, we can tell you to take those 
CO-44's and throw them in the trash can." 

700.4 Files Requested From the Federal Records Center 

Again, all files received from FRC will be checked in MIRAC. If they are not in 
MIRAC, they will be created and verified. This time will be reported under 700.1 (e). 

700.7 Productive Hours 

(c) tJp Front Processing 

This is performed by Information clerks and certain Records clerks. 

(d) Special Reports 

These are more non-recurring projects, just as before. Overtime is not reported here, 
but under the particular task. 

(f) Administration of Records 

The following items should be reported here: 

1. Preparation of Records G-22 and G-23. 



three categories. 

(g) Other Reportable Items 

This includes N-Files. 

Time only will be reported here. 

At this time, those offices doing bar coding will report time under 700.7(g). 

Fees and related matters will be reported under 700.7(g) per outstanding instruction. 

Remember, a records task performed by a Records person is reported on a Records 

Reporting Sheet. 

Tasks performed by other sections, ports, or RACs, will be reported on your analysis. 
Additional clarification will be forthcoming. 

Other questions and comments: 

Your analysis sheet will give reasons why you may have taken a long time doing files, 
such as the system being down. Anything not recorded on the Records Sheets can be 
recorded on the Analysis Sheets. 

Question: Where do we record breaks and lunch in the system? 

Answer: There is no place in the system for lunch or breaks; they should not be 

recorded. 

Searching three indexes at one time should be counted as three searches, not one. 

Cecil Christian reminds everyone to keep their printers on, even if it means keeping 
them on overnight. If you ever fail to receive what you have requested, please let 
Central Office know. 
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Since the Business Support Systems Branch put workload information on-line, making 
recent performance measurement data available as it is received, there has been much 
interest in refining the forms used for recording workload (i.e., the G-22 used by non- 
ASK Immigration sites and the G-811 used by ASK Immigration sites, and Telephone 
Service Centers). A revised version of the G-22/G-23 will be effective October 1, 1985, 
to be used by all sites and including separate formats for the Records, Information, and 
FOIA/PA Programs. During this INS Records and Information Conference, INS 
personnel reviewed the new G-22/G-23, and the following issues were discussed in the 
workshop on workload reporting in the Information Services area. 

707.1 TELEPHONE INQUIRIES 

This section of the new form merely merges the forms used by different sites; no other 
changes are proposed. In general, this section will capture calls dealing with general 
information (e.g., not callers asking for personnel, OIC, etc.) All information personnel 
within an office should be included; sub-offices should not direct the G-22/G-23 
directly to Washington. 

Q: Should calls forwarded to an answering service be recorded as abandoned? 

A: If there is an easy way to capture the statistic, record such calls as after hours. 
(707.1 c,g,k) rather than as abandoned. An abandoned call occurs when no one is at the 
other end when you pick up with Automatic Call Sequencing (ACS) Equipment. This 
might mean the caller became tired of waiting, or that he got the information he was 
calling for from the taped message. 

Q: At an ASK Immigration site, when a Contact Representative fills in for an absent 
Tape Librarian at the console, should this be recorded as a primary or as a secondary 
call? When the contact rep can answer a caller's question quickly and easily in this 
circumstance, should he? 

A: Because the Contact Rep is "wearing the hat" of a Tape Librarian, it should be 
recorded as a primary call. A secondary call will be recorded if and when that caller is 
transferred for further information from the Contact Rep. The Contact Rep should not 
attempt to answer questions on primary calls, but should play the appropriate tape as a 
tape librarian; the console should not be used as a switchboard, particularly when the 
volume of calls is high. 

ISSUE: Too often the Contact Rep has to play the role of Tape Librarian, and is then 
his/her own backup person taking secondary calls. In the Southern region, Tape 
Librarians are temporary and part-time, so turnover is high. Yet, the system is 



through the ASK Immigration system. How should these calls be recorded? 
A: Record such calls on the non-ASK Immigration section of the form. 

Q: When a Contact Rep cannot fully answer a caller's query, and refers the caller 
elsewhere, is this to be recorded as a completed call? 

A: Yes. 

Q: What about the times the ACS goes down? 

A: Footnote the days it was down at 707.1 b,f,j. 

NOTE: Workshop participants were informed that the Form G-811 will be obsolete as 
of 10/1/85; instead, a new form will be used capturing only information on which taped 
messages were played. 

707.2 INQUIRIES IN PERSON 

Applications which are reviewed but not accepted will be recorded as information 
inquiries. 

707.3 APPLICATION PROCESSING 

This section has been newly created as part of an effort to separate general information 
inquiry workload and application processing. Under current policy, Contact 
Representatives are not supposed to do up-front adjudication. When a contact rep 
simply accepts a fee and forwards an application to TCB, it should be recorded as a 
completed application processing (707.3). When an application is not accepted, and the 
Contact Rep explains to the individual the reasons for non-acceptance and tells him to 
refile, it will be recorded as an inquiry (707.2) rather than as application processing. 

707.4 CORRESPONDENCE 

Requests for forms in writing will be considered correspondence. The Form G-641 is 
being revised to help distinguish between FOIA and other requests. Form G-641 will go 
to Information, and Form G-639 will go to FOIA. 

When a Contact Rep puts information packets together in advance, the completed 
workload should be divided between Inquiries (707.2) and Correspondence (707.4), 
because the packets are used in both of these functions. Estimate the proportion of 
packets which are used in Correspondence and those used in Inquiries in person, and 
record workload and hours, accordingly. In general, when a Contact Rep does clerical- 
type work as part of his/her duties, it should be counted as Contact Rep time. 

707.5 PRODUCTIVE HOURS 



707.1 Ipquiriea ~ By 



707.1 (a) ftrinry Calls 

(1) Completed - Enter the total number of calls received for the 
general Office number (s) from the public. For offices currently 
with automatic? call sequencing (ACS), equipment, indicate the number 
of calls received according to equipment instructions to obtain 
such a reading. For offices without automated equipment, the staff 
member (s) handling general telephone calls should keep a manual 
count. A phone call counts as one call regardless of the number of 
questions asked by the caller. Indicate a total figure for the 
month. 

(2) Productive Hours - Count the number of hours in which information 
UBUmnnei nave Been answering telephone inquiries from the public. 

.. -.,<_ ~ ... Indicate a total figure for the month. 

707.1(b,f,j) IttMnrtnuafl Calls - Sites with ACS equipment should take a daily reading 
at the close of the business day and indicate a total figure for the 
month. If your office does not have ACS equipment, disregard this 

707.1(c,g,k). Ikfter. Offic* Hour. Call* Bwivsd - ^After-hour calls. received will be 
identified by setting the "calls received'* counter indicator to "0" at 
the close or the business day. The number indicated on the counter 
itmediately prior to setting the counter to "0" again to start the next 
business day will be identified for this item. Indicate a total number 
for the month. 



707.1 (d) Prfciiyttlli" **"* 

(1) Completed - Indicate the total number of calls received on the 
AI tape library console (s) "Calls Received" counter at the end 
of each business day and indicate a total figure for the 
month. 

(2) Productive Hours - Productive hours are the number of hours 
actnaiiy spent aT'the AI console. If a contact representative sits 
at the AI console when the tape librarian is unavailable (sick, 
annual leave, etc.), the contact representative's productive hours 

?re indicated in this column - not 707.1(e){2). Indicate a total 
igure for the month. 
707.1(e) Secondary Calls 

(1) Completed - All ASK IMMIGRATION (AI) offices having automatic 
call Sequencing equipment should complete this line item. 
"Secondary" calls refer only to the callers who receive a 
"live" telephone response. 

When a sequencer is not functioning, a manual count must be kept. 

Indicate the number of calls received on the automatic call 
sequencer at the end of each work day and indicate a total 
figure for the month. 

(2) Productive Hours - Reporting offices should maintain a record of 
KHVCacT representative's) hours spent providing for "live" sec- 
ondary assistance to callers.. Enter only hours spent providing 
"live" secondary telephone assistance. 

Enter only the hours spent by personnel providing "live" responses 
to callers who. have not been able to be satisfied by a subject 
tape, etc. Indicate -a total for the month. 

Do not count productive hours in this column for any tine spent at 
the AI console by a contact representative. If a tape librarian is 
on vacation, side leave or the position is vacant* the function of 
handling the AI console is regarded as a tape librarian function. 
Therefore, productive hours must be reported under 707.1 (d) (2) 
regardless of who operated the console. 

707.1(h-k) telephone Service Centers - All of the instructions for ASK IMMIGRATION 
sites, as identified by item 707. l(d) and (e) , apply to Telephone 

telephone Productivity totals 
707.1 (m) Prisary Calls 

(1) Completed - Enter the sum total of completions reported on lines 
707.1(a)(l), 707.1(d)jl) and 707.1 (h) (IjT 

707. l(n) Secondary Calls ' 

(1) Completed - Enter the sum total of completions reported on lines 
707fl(e)(l) and 707.1 (iV(l). ^^ ^ 

-.Enter the sum total of hours reported on lines 



707. Ifftt VM-jtl qwionivvw Pmfev-Hm U-mra . Rrrt-r *-h wm <** 1 of hiMn-B 



707. 2 (a) Complete*? * Enter the number of requests for information or forms 

received in-gerson even though the person may be referred to another 
district, sub-office, or operating, unit. . The number of requests shall 
be equal to the number of in-person inquiries, not the numBer of dif- 
ferent subjects covered. Applications processed by Information person- 
nel HOT VXyf KXXPTSD should bi? included as an in-person enquiry, include 
G-639 and G-641 requests received in-person under this item. "Enter the 
total number of in-person inquiries for the month t 

707.2(bJ Productive Hoars - Enter the number of productive hours spent in per- 
forming work described in 707. 2 (a). Indicate a total figure for the 
month. 

707.3 Applications Processing 

707. 3 (a) Completed - Enter the total number of applications or petitions pro- 

cessed AND ACCEPTED by contact representatives. Include only those 
applications submitted in-person for benefits afforded by immigration 
and nationality statutes. Do not include applications for information, 
e.g., G-639 or. G-641. G-639 requests shoulabe included in item 707.2 
and 708. 1 (b) . G-641 requests received in-person should be included under 
item 707.2 

in offices where contact representatives are performing up-front adjudi- 
^~ ~ cations, include those applications processed. 

707. 3 (b) Productive Hours - Enter the number of productive hours spent in 

performing work described in 707.3 (a) . Indicate a total figure for the 
month. 

707.4 

707. 4 (a) Pending Beginning of Period - Enter the number of pieces of corre- 

spondence awaiting reply at the beginning of the period. 

707. 4 (b) Received -.Enter the number of letters, memoranda and G-641 requests 
requiring reply which are received' in the Information Section., Completed 
verifications of arrival and departure requiring reply, whether they are 
received from the Verification Center or verified" within the office, 
will also be counted as correspondence received. Indicate a total 
figure for the month. 

707. 4 (c) Completed - Enter the number of replies by Information Section per- 
sonnel, which disposed of the received correspondence. Indicate a total 
figure for the month. 

707. 4 (d) Pending End of Period - Enter the number of pieces of correspondence 
awaiting reply at the end of the month. 

707. 4 (e) Productive Hoars - Enter the number of work-hours spent by Information 

Section personnel in performing work described in 707. 4 (c) . Time spent 
on translating correspondence should also be included. Indicate a total 
figure for the month. 

707.5 Productive Hours 

707. 5 (a) Beported Items 707.1 thru 707.4 - Enter the sum total of the productive 

hours reported on lines 707. l(o), 707. 2 (b), 707.3 (b) and 707. 4 (e). 

707. 5 (b) Special Project^- Enter the total hours spent on Central Office or 
Region directed Special Projects. Only report hours here when the 
directive ordering the Special Project includes instructions to report 
the hours under Special Project code 707. 5 (b). 

707. 5 (c) Training - Enter the total hours of training courses attended or con- 
ducted during the month. Include all types of training, both formal and 
informal. 

707. 5 (d) Administration of Information - Enter the total time spent in other 
Information program activities that is not included in any of the above 
categories. These include supervision of Information program staff; 
preparation of Information program reports? writing or reviewing Infor- 
mation program policy and procedures; providing technical advice; 
conducting management studies or surveys; reviewing security and main- 
tenance compliance; Information program budgetary functions; and any 
other administrative activities that are in support of the Information 
program implementation. 

707. 5 (e) Transcription of Forms Line(s) Tapes - Enter the total hours spent on 
the transcription of Forms Line(s) cassette tapes for the month. 

707. 5 (f) Fee Processing - Enter the total hours spent on the acceptance, 

-- BJceiptipg and processing of fees for the month. 

707. 5 (g) Clerical Support - Enter the total hours spent by clerical support 
personnel, typing, photocopying documents and, filing correspondence; 
performing data entry tasics; and other miscellaneous clerical activi- 
ties. Do not include the time reported here in any of the other items. 

707.6 Total Information Productive Hours - Enter the sum total of hours in 
707.5(a-g). 

707.7 Total Information lion-Productive Boors - Enter hours away from work on 
any type leave or absence without leave (A.WOL) . This includes sick, 
annual, military, iury duty, or leave without pay. Do not include 
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Facilitators: Ross Powell and John Sowders 
Reporter: Ken Pace 

A Conference conducted last year, and attended by the Regional FOIA/PA Coordinators 
and four District Offices, looked at the following as they related to FOIA/PA activities: 

H the principal work units; 

H the need to identify the amount of work and the people involved; and 

B the need to improve the process of collecting the above information. 

The importance of obtaining this information was made apparent by contrasting INS 
with the FBI. The FBI currently has about 230 people in a centralized location handling 
approximately 15,000 requests a year; whereas, INS has 19 people specifically identified, 
and is expending between 49 to 50 man-years of effort, to respond to 30,000 to 35,000 
requests a year. Largely because of the old reporting formats and the way in which they 
were used, FOIA/PA activities by many INS staff were not being recorded. As a result, 
requests for additional staff to do this work could not be substantiated by hard data. 

Last year's conference determined the following reportable work elements: 
a initial requests; 
m appeals; 
m litigation; 
a training; and 
n total productive hours. 

The new pages of the G-22, and instructions for completing this form, follow as exhibits 
A and B. This form makes very specific provisions for documenting reportable work 
elements and the recorded data will be fed into, and integrated with, the Resource 
Allocation Model (see summary of Ed Lyle's talk: "Regional Resources Allocation 
Model"). 

Printouts from the FOIA/PA Case Tracking System should be used to fill in the monthly 
totals for several items; for these, there really is no need to complete daily totals (unless 
a "double check" is deemed necessary). 

Questions/Concerns 

The new G-22 lists total productive hours (708.1) and Clerical Support (708.5). Current 



The issue of recording only valid requests was raised once again. Last November, all 
offices were charged with the task of examining the backlog of FOIA/PA requests. This 
review revealed that the backlog was, in part, created by counting invalid requests. 
Three types of requests were repeatly classified as valid: 

requests for return of original documents; 

requests for status of something pending; and 

G-641s. 

Aside from the problem of creating a backlog, an additional reason for correctly 
identifing valid requests is the penalities under law for not responding within stated time 
limits to valid FOIA/PA requests. One unfortunate consequence of this is that more 
people, particularly lawyers, will file under FOIA instead of using G-641s. 

The question then arose as to where time should be recorded that is spent processing G- 
641s. It seemed that some were recording that time under 700.7b, while others were 
using the column labeled "correspondence." It was decided that the latter, 707.4, should 
be used. 

Transfers of requests are considered valid requests and should be recorded under 708.1. 

Several different means are currently being used in individual offices to record time 
spent on FOIA/PA activities by supplemental personnel such as attorneys. These 
include: 

hours on T & A; 

hours on G-22.18 and G-22.18.1; 

CADM-864; and 

WRADM-185A (in the Western region). 

It was pointed out the CADM-864 is the official report designated to report FOIA/PA 
productive hours for both Records and Information (RA&I) personnel and non-RA&I 
personnel. The CADM-864 should be sent to the Regions for consolidation and not to 
the Central Office. Otherwise, it was pointed out that each form fulfills a different 
reporting function and, until a more thorough integration of the automated system is 
achieved, current practices should be maintained until further informed. 

A final point of discussion focused on the concept of performing all FOIA/PA activities 
at one central location in order to ensure continuity and develop additional expertise. 
This certainly seemed ideal, but without centralized files it is not practical. 



DAILY WORKLOAD RECORDS (FORMS G-22.18, G-22.18.1 and G-23.26) 

1 . Definition. The FOIA/PA Program Operation includes the work perform* 
to implement and comply with the Freedom of Information Act and 
Privacy Act of 1974. The work includes processing initial reque 
processing appeal of denials of initial request, activity relate 
litigation by FOIA/PA requesters, activity related to training in FO] 
administration, and general administrative support of FOIA/PA activil 

2. Source of Report. The figures on. FOIA/PA Program Form G-23.26 sha] 
obtained from the Daily Workload Record, Forms G-22.18 and G-22.18.1 
the FOIA/PA Case Tracking System Statistical Report for Requests Pro< 
of the reporting office. 

706 EDIA/PA Program Operations 

706.1 Initial Requests; 

Include only statistics for valid' FOIA/PA initial requests 
activity. FOIA/PA activity other than processing initial requests 
must be reported under the other appropriate category within FOIA/PA 
activities. If requests are processed that do not come under the 
FOIA/PA program, they should be reported under the other program 
activity as appropriate. The number of requests on hand, received 
and completed can be obtained from the FOIA/PA Case Tracking System. 
(a). On hand beginning of period: Number of initial requests 
pending at beginning of report period. (Must equal previo 
month's (a)+(b)-(c)). 
(b). Received during the period: Total initial FOIA/PA reques' 

received during the report period. 
(c). Completed during the period: Total FOIA/PA initial reque 

given a final response during the reporting period. 
(d). Production Hours: Total time spent processing initial re 
by persons assigned/detailed to FOIA/PA duties. Do not in 
time of personnel who only provide clerical support to FO 
activities; that time is to be reported in 708.5 (e). 

706.2 Appeals: 

This activity will normally be minimal at levels below region. 
However, it must be reported separately from initial request activity 
to properly assess the impact of FOIA/PA appeal actions on FOIA/PA 
Program activity at each level. 

(a). On hand beginning of period: Number of Appeal actions pe 
at beginning of report period (must equal previous month's 



(b). Received during the period: Total FOIA/PA Appeal ac 1 

received during the reporting period. 
(c). Completed during the period: Total FOIA/PA Appeal actions 

completed during the reporting period. 
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* (d). Productive Hours: Total time spent processing K)IA/PA Appeals 
by person (s) assigned/detailed to FOIA/PA duties. Do not include 
time_of personnel who only provide -clerical support to POIA/PA 
activities; that time is to be reported in 708-5 (e). 

3 Litigation; 

" This includes all FOIA/PA activity (to include processing initial 
requests or appeals) when it is done in response to litigation and 
under the direction/guidance of an Assistant United States Attorney, 
or INS General Counsel attorney, or the Central Office POIA/PA 
Appeals and Litigation Specialist. 

(a). On hand beginning of period: Number of POIA/PA requests in 
litigation (complaint filed in a district court) pending at 
beginning of report period, 
(b). Received during the period: Total POIA/PA requests in 

litigation which have been received by your office for action, 
(e.g. processing request, preparing affidavit, etc.) 
(c). Completed during the period: Total POIA/PA requests in 

litigation completed during the reporting period, 
(d). Productive hours: Total time spent on POIA/PA actions that 
are in litigation by persons assigned/detailed to POIA/PA 
duties. Do not include time of personnel who only provide 
clerical support to POIA/PA activities; that time is to be 
reported in 708.5 (e). 

4 FOIA/PA Training Given: 

Hours spent in preparation for and conducting POIA/PA training classes. 
Include time spent by n persons (specialist and clerical support) 
to write, collect, copy, type, assemble, etc., training material. 
Also include time required to prepare and obtain administrative 
approvals, make travel and facility arrangements, select and notify 
participants, etc. 

(a). Sessions/ classes/ courses: The number of separate classes 

given. Although a training class may last more than one day, 
it shall be counted as one class. If a class overlaps two 
months, report it for the month in which the class ends. 
(b). Number persons trained: Total number of students/participants 

in any one training session above. 

(c). Productive hours: Hours spent in preparation for conducting 
POIA/PA training classses. Include time spent by all persons 
(specialist and clerical support) to write, collect, copy, type, 
assemble, etc., training material. Also include time required 
to prepare and obtain administrative approvals, make travel 
and facility arrangements, select and notify participants, etc. 

Productive Hours: 



* (b). Training Received by POIA/PA Personnel; 

Enter the total hours of training courses attended during 
report period. Include all types of training, both forma] 
informal. Only include training received. 

(c). Administration ( POIA/PA) : 

Include time spent in other POIA/PA Program activities ths 
not included in any of the above categories. These inclu< 
Public Reading Room custodianship; supervision of POIA/PA 
preparation of POIA/PA reports; writing or reviewing POIA, 
policy and procedures; providing technical advice; conduc 
management studies or surveys; reviewing Privacy Act recoi 
security and maintenance compliance; POIA/PA budgetary 
functions; and, any other activities that are in support < 
the POIA/PA program implementation. 

(d). Special Projects; 

Report hours spent on Central Office or Region dire 
Special Projects. Only report hours here when the direct: 
ordering the Special Project includes instructions to r< 
the hours under Special Project code 708. 5(d). 

(e). Clerical Support; 

Report hours spent by clerical support personnel typing, 
photocopying documents, filing correspondence, performing 
data entry tasks, and answering telephones when those d- 
are performed by someone other than POIA/PA personnel. 
Do not include the time reported here in any of the < 
activities. 

706.6 Total EDIA/PA productive hours: 

Sum total of hours in 708.5- 
70B.7 Total EDIA/PA non-productive hours; 

Enter hours away from work on any type leave or absence wi1 
leave. This includes sick, annual, military, jury duty, or leave 
without pay. Do not include compensatory time or official holidays. 
Include time spent in performing collateral duties e.g. EEO, union 
affairs, special programs, etc. Include a total for the month. 

70B.8 Grand total KXEA/PA hours; 

Enter the total of lines 708.6 and 708.7- 
708.9 Hon-K)IA/PA details: 
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Tuesday, July 16, 1985 



Regional Highlights 



The Northern Region covers the largest land area of any of the regions. It includes: 

20 States; 

17 Districts; 

1 RAC; 

1560 Personnel; 

1.6 million A-files; and 

2.5 million Federal records. 

During this last year, the Northern Region has emphasized access to the automated tape 
library and Files Accountability. 

The new realignment will result in the creation of 3 regions which must absorb both 
resources and responsibilities. This will pose some problems in terms of managing 
assets, particularly the increased travel requirements and the addition of new personnel. 
The realignment does communicate the message that INS continually strives to change, to 
create effective relationships between the field and management, and to search for new 
ways to fulfill their mission. Mr. Green stated that this is not true of other Federal 
agencies. 



Southern Region 
Gloria Williams FOIA/PA 



A memo was sent to the Field Offices that addressed the problem of the high number of 
backlogs in FOIA/PA requests. As a result, the number of backlog requests was reduced 
in Dallas from 97 to 51. However, such statistics do not reveal an accurate picture 
because there has not been sufficient training in the Case Tracking System. For 
example, receipt of requests must be accomplished via an acknowledgement receipt. 

Ms. Williams will go on a training mission throughout the Southern Region. "Ask 
Immigration" was implemented first in the Southern Region (Charlotte) and enables the 
caller to request a tape with a touch-tone phone. The system will be implemented 
permanently by October 1. 

June Hopson Records 

The Southern Region has been undergoing some reorganization during the last year (see 
Exhibits A and B). In addition to Records and Information, they are now responsible 
for Security. As such, the name ROREC (Regional Office Records) was changed to 
ROMIS (Regional Office Management Information and Security). 

Today, Miami's workload is 3 or 4 times what it. was in the 60s and 70s.- This is 
attributed primarily to the influx- of Cubans and Haitians. In 1965, the Miami office 
opened approximately 25,000 files. Staff at that time totaled 24. The number of files 
created per year now averages 36,000; plus, IMDAC opens over 30,000. However, the 
workforce has not kept pace and currently numbers 34 (excluding Information). 

The Freedom and Privacy Acts have resulted in extreme volumes of workload, while 
requiring more skill and ability than previously has been expected of file clerks and 
typists. A study conducted last fall of the work flow resulted in upgrading several 
positions and in creating a FOIA/PA unit. In addition, two of the GS-3 mail clerks 
were upgraded to GS-4 applications clerks; this sets the stage for the operation of the 
FARES System and eventually the ACS System. 

Eleanor Schleter Security 

Exhibit C shows how the Southern Region experienced realignment in 1976, with the 
resulting changes in locus of responsibility for the Security Program. 

Five problem areas for the program are listed in Exhibit D, and the recommended 
solutions follow in Exhibit E. Responsibilities should be housed under one umbrella. 
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Mr. Halavaty presented slides of the new Los Angeles facility. In addition, four new 
offices were opened during the past year: 

San Jose, California Suboff ice. This would rank in size as 1 of the 10 
largest district offices. It handles 4,000 fees per day; 4,500 personal inquiries 
per day; 3,000 other applications; and 10,000 calls per month. 

Otay Mesa, California- -Port of Entry. This is located 20 miles south of San 
Diego. 

Florence, Arizona- -Processing Center. This used to be a POW camp during 
WWII and is now a 175-bed detention center that includes a medium security 
jail and a camp facility. 

Western Telephone Service Center Regional Office. Thirteen individuals 
staff this center and handle 22% more calls than previously handled by the 
cities who feed into the center. 

In Records, Project Inform has received considerable attention in the Western Region. 
Specifically, efforts are being directed to capture FRC Docket Card data on tape and all 
A-files are being bar coded. In addition, the Tiger Team has visited San Francisco, Los 
Angeles, and San Diego. Reaction to the team has been very enthusiastic. 



In the Eastern Region, the mail management project, implemented in all district and 
regional offices, saved INS approximately $110,000. The Telephone Service Center, in 
New York City, has presented some staffing and technical problems, but it certainly 
utilizes limited resources more efficiently. 

Exhibits H - K reveal different facets about the automated security and ADP password 
index. The software is available to any region that would like to implement this system; 
large districts should also consider using it. 

Exhibits L and M, and memo and attachments from Michael D. Mosbacher, illustrate the 
emphasis placed by the Eastern Region on improving the image of the Service. Focus is 
placed on the Contact Rep Panel that selects officials for that position. 
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Meet and Deal Panel Interview - 
Contact Representative Positions 



All District Directors, 
Eastern Region 




tosbacner, 
Associate Regional 
Commissioner, Managemer 
Eastern 



The Commissioner's Priority No. 11 - Improve Public Service and Image of the 
Service - is "being accomplished in the Eastern Region by the addition of a me* 
and deal panel interview to the selection process for contact representative 
positions. 

On March 18, 1985, draft guidelines for conducting the Interviews were 
forwarded to you for comments. The comments received were overwhelmingly 
supportive of this proposed process and suggested additions or changes to the 
procedures have been carefully considered. The following changes/additions 
have been made. 

- The panel Chairperson will be ^responsible for contacting applicants and 
setting up interview appointments. 

- Composition of the panel should be no fewer than three members. This 
will eliminate the problem of a "split decision" should a two member panel be 
used. 

- Panel Chairperson will welcome the candidate and perform introductions. 

- Before interviews begin, panel members should select the four situations 
they will present to each candidate. To ensure fairness, all candidates will 
be presented the same four situations. 

- Background Questions have been v eliminated. Purpose of the interview is 
to assess meet and deal abilities. All candidates that reach the interview 
process are qualified for the position and the panel needs only to evaluate 
meet and deal abilities. 

Effective immediately the meet and deal panel interviews will be part of the 
selection process for contact representative positions. Please take the 
following steps when processing a contact representative position. 



2. Follow procedures of MP & RP (AM 2265) up to the point of AM ; 
d. Action by the selecting official. 

3- Before selection list is presented to selecting official the i 
deal panel interview should "be conducted. The results of the 
should he furnished to the selecting official with the select: 
and other relating documents (SF-171's, appraisals, etc.). r 
be noted that the panel assessments are not "binding "but shoulc 
valuable source of information for the selecting official. 

4- The meet and deal panel interview records should be made a pa] 
promotion records and retained for a period of two years. 

5- The meet and deal panel interview guidelines should be safegus 
your office. They should not be reproduced or disseminated a 
your office. 

6. In conjunction with the Freedom of Information Act, Forms ER ( 
664 can be released in their entirety to the requester (his/h< 
and on the selected applicant. Requests for these forms on 0" 
candidates must be sanitized. 

An initial supply of Forms ER 663 and ER 664 are attached. You may r< 
these forms locally on an as-needed basis. 

While the selection of panel members is left to the discretion of the 
Director, it is recommended that neither the selecting official nor ai 
candidate's supervisors be selected as panel members. 

Please advise Roger V. Woods, Assistant Regional Commissioner, Person] 
wish to have a course offered to train panel members in the techniques 
conducting interviews. 

Any questions you have regarding implementation of the meet and deal ] 
interview process should be directed to your servicing Personnel Mana< 
Specialist. 
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I. MANDATORY ITEMS (Responsibilities) 
A. District Director 



B- Panel Chairperson 

The panel chairperson is responsible for making the following j 
ments for the interview and for the proper conduct of the inte) 

Making Arrangements 
1 . Reserving an interview room. 

2. Notifying the panel committee and individual candidates of 
interview schedule and location. 

3 Making sure that there is a receptionist to greet the cand: 
and tell them where to wait. 

4* Having the necessary supplies available. Assistance in ma] 
arrangements may, of course, be requested from the resides 
District Director. 

Conducting the Interview 
1 . See that the candidates are greeted and introductions made 

2. Check interview timing. 

3. Keep interview on track. 

Completing the Evaluation Process 
1 . See that the evaluations are arrived at and recorded prope: 

2. See that all forms and papers are dispatched according to 
servicing personnel office procedures. 

C. Interviewers 

1 . All interviewers must conduct the interviews in a manner t 
fair to each candidate. 

2. Interviewers' evaluations must be based on an objective an 
of the candidate's ability to perform the tasks necessary : 



2. Composition of the Panel 

There should be no fewer than three panel members. 
3- Length of the Interview 

The time allotted for each candidate is to be about 30 m 
Outside interruptions should not be permitted. Allow 10 
between interviews. 

4. location 

Interviewers should try to use the same setting for all < 
to be interviewed. It is -best to use as comfortable and 
room as facilities permit. Telephonic interviews are pe: 

5- Seating Arrangements 

A suggested seating arrangement is for the interviewers i 
candidate to be seated together at a table. Care must b 
allow the interviewers enough privacy to make notes and 
candidate must be readily observed and heard. Using the 
seating arrangement for all candidates helps standardize 
interviewing process. 

6. Supplies 

The Meet-and-Deal Panel Interview 
Candidate 1 's Individual Application 
Interviewer's Rating Form 
Composite Rating Form 

B. CONDUCTING THE INTERVIEW 

1 . Preliminaries 

Before the interview, interviewers must review the inter 
procedure, the candidate's application, and select the f 
situations to be presented to each candidate. All candi 
should be presented same four situations. 

2. Interviewers must follow the recommended format in order 
standardize the interview process. 

3 Opening the Interview 

Panel Chairperson should welcome the candidate and perfor 
introductions. 



Tell the candidate that Interviewers will be making sane note 
daring the course of the interview but that their formal aval 
of the candiate'8 abilities will not begin until after the in 
is complete (and the candidate dismissed). 

4" Job Situation Questions 

A list of 20 typical job situations follows in the "Interview 
Guide". Some of them concern problems in interviewing;' others 
propose questions related to the workplace. Each candidate si 
respond to four varied situations. The same situations shoul 
used for each candidate. Interviewers should ask followup qu 
to determine the basis for the candidate's responses and to c 
comments. 

5- Closing the Interview 

Ask candidate if there are any questions. Thank the candidat 
participating in the interview but avoid giving any feedback 
the candidate's performance. 

C. JOB SITUATION QUJ&TIQNS 



D. EVALUATING THE CANDIDATE'S PERFORMANCE 
1 . Factors to be Considered 

The candidates are to "be evaluated on their ability to meet 
with INS's beneficiary public. Specific factors to look fo: 
listed "below. 

a. Oral Communication; The demonstrated ability to expresi 
so that they are readily understood. The ability to 11 
comprehend what is being said by others. 

b. Interpersonal Skills: The demonstrated ability to perc 
objectively the effect of one's behavior and the abili^ 
adjust that behavior to meet the demands of an intervie 
situation. 

c. Motivation: The demonstrated ability to direct energy' 
productive public contact work, interest in working 
cooperatively with peers, subordinates and superiors in 
render service directly to beneficiaries. 

2- Rating Procedure 

. a. Individual Interviewers ' Rating Form: Porm ER 663 off i 



ting 
ivaL; 



documents an interviewer's evaluation of the candidate 1 
meet-and-deal ability and should be completed "ty each n 
individually. 

The front page of the form lists and describes the thre 
abilities to be observed during the interview. The rat 
0, -) are defined at the top of the form. The lower pa 
sheet, as well as the back of the sheet, if necessary, 
the interviewer's overall evaluation ("acceptable" or " 
acceptable") of the candidate and provides space ("sunn 
clarifying and supporting the rating. Examples of desc 
documentation are contained in the section "Sample 
Observations." Care must be taken to describe the cand 
behavior as it relates to meet-and-deal ability as a wh 



wau.icu.iu eu icuuxtig, <JJL 

"acceptable. 1 - 1 On the other hand, even if a candidate h 
rated favorably on two of the factors and unfavorably o 
one, a rating of "not acceptable" may be warranted. In 
cases, it is essential that the interviewer fully expla 
narrative form the reasons for the conclusion. 

In every case, each interviewer must summarize, specif! 
in detail, total impressions of each applicant. 

b.- Composite Rating Form : Form ER 664 is the final recor 
panelist's overall evaluation as well as the overall ev 
of the panel as a whole. Narrative summary is not reqp 
this form. After each interviewer has completed an Ora 
Interview Rating Form, he/she will then complete and si 
Composite Rating Form. 

A candidate will be rated "acceptable" by the panel onl 
majority of interviewers agree. Otherwise, an applicar 
rated "not acceptable." 

E. SAMPLE OBSERVATIONS 

Following are examples of observations of the best and worst c 
candidate performance during an interview. They are provided 
for interviewers in documenting performance. They cannot be i 
verbatim because they need examples of specific behavior to cc 
the observation. 

1 . Positive Observations 

Shows understanding by . . . that interviewer must treat t 
for INS's services with fairness (or dignity, or compassic 

Shows understanding V ... that interviewer needs to vei 
his/her explanation (or questions) are understood. 

Shows understanding ^y . . . that tact is important in ex] 
requirements (or getting information). 

Shows understanding by ... that interviewer must deal ol 
with any hostile clients. 

Shows understanding by ... that interviewer must accommc 
methods and style to needs of handicapped. 

Shows understanding by ... that people outside "mainstn 
culture may interpret interviewer's question (or statemenl 
behavior) differently than do people in "mainstream." 

listened carefully to instructions (or questions) and rem< 



Shows understanding T^y . . . that people may distort facts j 
reporting them, because of passage of time (or self-interesl 
failure to understand). 

Shows understanding lay . . . that people may feel overwhelm* 
complexity of governmental procedures (or requirements for J 
nation) . 

Applicant showed sensitivity to needs of others lay . . . 
Quickly established rapport with the interviewers "by 

Spoke in a voice and manner that elicited positive interest 
attention. 

Covered ideas clearly, logically and succinctly. 
Addressed all major points in responses. 
Used appropriate examples to make ideas understandable. 
Illustrated ability to deal with frustrating situations "by . 

Illustrated ability to direct energ7 toward cooperative eff< 
by ... 

2. Negative Observations 

Spoke without much forethought, then had to retreat. Said 

Failed to address major points. 

Made logically incompatible statements. 

Presented ideas in a sequence that was hard to follow. 

Digressed frequently from main point. 

Did not go into enough detail to make ideas clear. 

Went into so much detail that main ideas got lost. 

Took too much time (or too many words) to express ideas. 

Spoke dogmatically about potentially controversial matters. 
Said . . . 



Got ideas across only after prodding "by interviewers. 

Talked as thougi an interviewer necessarily has an adversary 
relationship to clients. Said . . . 

Paid little attention to instructions or questions and . . . 

Misinterpreted what interviewers said and . . . 

Mumbled so panel could not easily hear what was said. 

Used technical jargon without explanation. 

Showed contempt for (certain) people by saying. 

Showed inability to deal with frustrating situation by saying . . . 

Demonstrated an impatience with the handicapped lay saying . . . 

Showed extreme rigidity , inability to modify behavior appropriately, 

Demonstrated confusion, disorganization, chaotic nongoal oriented 
behavior. 

Laugfred Inappropriately, wept, frequently interrupted without 
apology . . . 

Difficult to understand because of constant syntactical or 
grammatical errors, trembling, shifting . . . 

Prefers working alone to cooperative efforts: said . . . 



PANEL INTERVIEW EVALUATION OP MEET-AM) DEAL ABILITY 
INDIVIDUAL INTERVIEWER'S RATING POEM 

une of Candidate 



jsitlon TO oe Pilled , Place of Interview 



Date of Interview 



ISTRUCTIONS This work sheet is designed to assist you in evaluating the 
jhavior of the candidate. The symbols +, and - appear each time. If the 
sndidate's demonstrated ability makes favorable impression, circle the +. II 
le candidate's demonstrated ability makes an unfavorable impression, circle 
le -. If the candidate's demonstrated ability is neither favorable nor 
^favorable, circle the 0. 



:al Comnunication : The demonstrated ability to express ideas so that they 
re readily understood. The ability to listen and comprehend what is being 
lid ty others. 4- 

iterpersonal Skills : The demonstrated ability to perceive objectively the 
ffect of one's behavior and the ability to adjust that behavior to meet 
smands of an interviewing situation. + 

ytivation : The demonstrated ability to direct energy toward productive 
iblic contact work; interest in working cooperatively with peers, subordinate 
id superiors in order to render service directly to beneficiaries. + 

ORAL EVALUATION 

eeping in mind all of the information obtained from the interview, this 
andidate is (circle the correct evaluation): 

ACCEPTABLE NOT ACCEPTABLE 



3MMARY: A narrative summary of the interviewer's overall impression of the 
andidate must be prepared to clarify and support the rating. This summary 
ill be used for further evaluation and in answering possible appeals and 
hould, therefore, be specific and complete. If your summary rating would 
ppear to be inconsistent with the ratings on individual factors, be certain 
ocument the reasons therefore: 



PANEL INTERVIEW EVALUATION OP MEET-ANB-DEAL ABILITY 

COMPOSITE RATING FORM 
me of Candidate 



irrent Employment 



rplace of interview 



)sition To Be Filled 



Date of Interview 



INDIVIDUAL INTERVIEWER'S OVERALL EVALUATION 

ich interviewer circles the correct word indicating the overall evaluation an 
Lgns in the appropriate box. 



KEPTABLE NOT ACCEPTABLE 


Signature 


of Interviewer 


2CEPTABLE NOT ACCEPTABLE 


Signature 


of Interviewer 


:CEPTABLE NOT ACCEPTABLE 


Signature 


of Interviewer 



PANEL'S OVERALL EVALUATION 



le panel chairperson circles the correct word indicating the panel's overall 
valuation. 



ACCEPTABLE 



NOT ACCEPTABLE 



INDIVIDUAL IN'JMVJLhiVER'S RATING FORM 



une of Candidate 



>sition to be JnjJLed i Place or Interview 



Date of Interview 



JSTRUCTIQNS This work sheet is designed to assist you in evaluating the 
shavior of the candidate. The symbols +, and - appear each time. If the 
mdidate's demonstrated ability makes favorable impression, circle the +. li 
le candidate's demonstrated ability makes an unfavorable impression, circle 
le -. If the candidate's demonstrated ability is neither favorable nor 
ifavorable, circle the 0. 



ral Communication : The demonstrated ability to express ideas so that they 
:e readily understood. The ability to listen and comprehend what is being 
aid by others. + - 

iterpersonal Skills : The demonstrated ability to perceive objectively the 
c-fc 



of one's behavior and the ability to adjust that behavior to meet 
3mands of an interviewing situation. + - 

ativation : The demonstrated ability to direct energy toward productive 
italic contact work; interest in working cooperatively with peers, subordinate 
id superiors in order to render service directly to beneficiaries. + 

ORAL EVALUATION 

aeping in mind all of the information obtained from the interview, this 
andidate is (circle the correct evaluation): 

ACCEPTABLE NOT ACCEPTABLE 



3MMARY: A narrative summary of the interviewer's overall impression of the 
andidate must be prepared to clarify and support the rating. This summary 
ill be used for further evaluation and in answering possible appeals and 
hould, therefore, be specific and complete. If your summary rating would 
ppear to be inconsistent with the ratings on individual factors, be certain 
Dcument the reasons therefore: 



PANEL INTERVIEW EVALUATION OP MEET-AND-DEAL ABILITY 

COMPOSITE RATING FORM 
line of Candidate 



irrent Employment j Place of Interview 



)sition To Be Filled jDate of Interview 

i 



INDIVIDUAL INTERVIEWER'S OVERALL EVALCJATIQN 

ich interviewer circles the correct word indicating the overall evaluation an 
Lgns in the appropriate box. 



EEPTAEEE NOT ACCEPTABELE | 

! Signature of Interviewer 



OTPTAELE NOT ACCEPTABLE j 

i 
I Signature of Interviewer 

:CEPTABLE NOT ACCEPTABLE ! 

i 

i 

I Signature of Interviewer 



PANEL'S OVERALL EVAHJATION 

be panel chairperson circles the correct word indicating the panel's overafl" 
valuation. 

ACCEPTABLE NOT ACCEPTABLE 



[Signature of Panel Chairperson 



Security 



Walt Cory 



Exhibit A lists the major activities of Central Office Security (COSEC). A G-201 must 
be completed by the requesting office, and processed on the regional level, before a 
security clearance can be obtained. In addition, a signature on the SF 189 is required. 
Exhibit B provides some information about completing the G-201, and obtaining 
clearances. 

As shown on the Request for Clearance. Exhibit C, there are three levels of clearances 
that can be requested: 

Top Secret; 

Secret; and 

Confidential. 

The level of Secret covers almost 98% of the classified material in INS. Requests for 
clearances can only be made for individuals in sensitive positions. The justification 
must clearly state the need for access to classified information. Also, a full-field 
investigation of the individual must be on file before a clearance can be granted. 

Mr. Cory distinguished the security clearance process from that required to obtain an 
ADP password. There is no classified material in the ADP systems. 

Careful attention must be directed to how classified material is transmitted (see Exhibit 
D). Only those individuals who have the appropriate clearance can see this information. 
When such materials are improperly transmitted, two outcomes may result: 

If there is no compromise of the material, the incident can be treated as an 
"administrative security violation." 

If an unauthorized person reads the classified material, a formal investigation 
is required. 
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U.S. Department of Justice 

Immigration and Naturalization Service 



Request for Clearance 

for Access to Classified Information 



Use Typewriter or Print in Block Letters with Ballpoint Pen 
Submit in Triplicate 


Date 


To: Security Officer 


I ; rom: (Signature. \'ame. Title and Station of Requesting Officer) 



Name of Employee (Last. 


First. Middle Jnilial) 


Title ol'limployee 


Social Security No. 



I. TYPE OF REQUEST 



QThis is an initial request. The above named employee is requested to have access to classified information to 
perform official duties. 

[~]This is a request for Q upgrading Q downgrading the clearance level due to a change in duties or position, 
is is a request for cancellation of clearance due to 



II. LEVEL OF CLEARANCE REQUESTED 



| | Top Secret 


D Secret 


Q Confidential 


Sensitive Position 

D Yes D No 



III. JUSTIFICATION FOR REQUEST (See reverse) 



IV. SECURITY OFFICER ACTION 



[^Clearance approved for access to information classified. as high as: 

Q Top Secret Q Secret [~] Confidential 

[^Clearance disapproved 

REMARKS 



Signature ol' Security Officer 



Tjpodor Printed Name uf Securitv Officer: 



V. EMPLOYEE CERTIFICATION AND ACCESS CLEARANCE NOTIFICATION 



I certify that I have been briefed on. or have read, (strtke out inappropriate words) and understand the provisions 
of Section 2100 of the Administrative Manual relating to the protection of classified information. 



DJIC 



Signature of Employee 



G-20I i Rev. 1-25-ij-HY 
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Control of Agency Reports and Classified Information 

Bill Polli 



The Central Office is charged with maintaining control of certain material, classified and 
unclassified, received by a Service office from outside the Service. The purpose of the 
control is to maintain a centralized record of the location and disposition of such 
information. The control is maintained on Form G-352, Agency Information Control 
Record, in the Confidential Records Unit, Records Management Branch, Central Office. 
Each set of forms contains a control number. Form G-352 is currently in six parts, 
letters "A" through "F". When material is placed under control, the "A" copy is sent to 
the Central Office. The "A" copy is used as a tickler to ensure receipt of the notice of 
final disposition of the controlled material. The "B" copy should be destroyed. (Form 
G-352 is under review and will be revised to delete this copy). The "C" and "D" copies 
are extra copies used to advise the Central Office of the movement of the controlled 
material before it is finally placed in a file. The "F" copy is used to advise the Central 
Office of the file in which the material was placed. It is used in the Central Office to 
purge "A" copy and is filed alphabetically in the Control Index. 

Each piece of material to be controlled is to be stamped on the reverse with a stamp to 
show that it has been placed under control. The control number is inserted immediately 
and when the material is initially filed, the file number is then posted. 

All field offices shall establish and maintain a "master" or central Controlled Information 
Index for all incoming controlled materials and all materials placed under Form G-353, 
Controlled Information Index Card. This index shall be located in the Records section 
of each file control office and in each field office which does not receive 
correspondence through a file control office. The control procedure is explained in full 
detail in AM 2792.17, paragraph 11. 

Material is also controlled by Form G-84, Document Receipt. This form is used when 
material is mailed from one office to another and it should be completed immediately 
upon receipt of the file/material by the receiving office and returned to sender. Form 
G-133, Signature Card For Classified File is signed upon receipt of the file/materials by 
the individual and returned to your control index. 

Any office receiving the following types of reports must control the material 
immediately: 

All Top Secret and Secret material originated, received or transmitted by 
Service offices that have been classified as national security information 
including all copies prepared from a controlled document. 



movements, conditions or situations in foreign countries, etc., received from 
the FBI. 

Controlled material may be destroyed upon written authorization from your local 
security officer. The destruction of the material is to be reported to the Central Office 
on Form G-352F when the material has not been placed in a file. If the material was 
placed in a file and controlled by Form G-3S2, the Central Office Confidential Records 
Unit has to be notified of the destruction by memorandum, furnishing the subject and 
the control number appearing on the "Correspondence Control Notice." The 
memorandums and Forms G-352 reporting the destruction of the controlled material will 
also contain the following information: 

The method of destruction used, 

The time and place of destruction, 

The reason for such destruction, and 

The name of official performing the destruction and witness present during 
destruction. 

In October 1984, a follow-up procedure was established in the Central Office 
Confidential Records Unit by forwarding copies of all pending cases 60/90 days to the 
controlling office requesting the final disposition of the controlled information. After 
30/60 days, if no response was received from the office, copies of Forms G-352A are 
sent to their regional office to ensure that the final disposition of the controlled 
information is forwarded to the Central Office. We forwarded 1,284 cases to the field 
offices and 394 cases are pending receipt of final disposition of the controlled 
information. 

Please inform your co-workers the procedures to be followed in the control of agency 
reports and classified information. 
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Russ Powell 



The current administration has placed great emphasis on the protection of national 
security information. Security is a very important and sensitive area. Judging from 
recent headlines, the price for access to security information by improper sources can be 
high- -like wise, the penalties for granting inappropriate access can also be quite high. I 
believe I recently read, in conjunction with the Walker case, of cries for the death 
penalty for espionage the stakes can't get much higher than that! 

Many of us have responsibility for working on FOIA/PA requests or supervising that 
activity. A number of FOIA/PA requests involve classified records. Now, as you know, 
the FOIA and Privacy Acts are primarily concerned with the release of copies of records 
to the public. Obviously, this provides us with many "golden" opportunities to commit 
security violations. For this reason, many have called for the repeal of the FOIA. In 
fact, the most recent change in FOIA legislation was the exemption of Central 
Intelligence Agency operational files from access. 

The area of gravest concern is that we will disclose information that identifies an 
intelligence source, and thereby, endanger that person's life. Another major concern is 
that we will lose other government's confidence in our ability to retain information 
provided in confidence. 

Of course it is possible for either of these errors to occur. However, the FOIA and the 
Privacy Act both recognize the serious need to protect national security information. 
The first exemption of the Freedom of Information Act is exemption (b)(l), which 
allows us to exempt records which are authorized to be kept secret by Executive Order 
in the interest of national defense or foreign policy (classified information). Likewise, 
the first specific exemption of the Privacy Act adopts the (b) (1) exemption of the 
Freedom of Information Act. 

The authority contained in the exemption is useless without proper diligence on the part 
of those of us handling the material. I will take a few minutes to cite the five most 
common errors I have noted in handling FOIA/PA material. 

(1) First, transmitting classified material without marking the unclassified transmittal 
document, with the classification of the highest classification of the material attached. It 
must be marked, additionally, with a caveat that it is unclassified when removed from 
the attached enclosures. 

(2) The second major oversight is in the failure to also mark the file copies of 
transmittal letters with the classification. Occasionally, the copies of denied material are 
transmitted to the CO and region, without marking the transmittal letter (usually a file 
copy of the response letter). This error occurs largely because the original response 
letter was not classified since the classified material was denied. 

(3) A third, and often difficult error to recognize, is disclosure of material that is 
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FBI report and the "unclassified" extracts in the INS report that are derived from the 
FBI all be referred to the FBI for them to determine the propriety of classification 
and/or disclosure. 

(4) Another area that can have serious implication for certain agencies is advising a 
requester that classified material is being referred to another agency and telling the 
requester the name of the agency. Executive Order 12356, Section 3.4, requires prior 
consultation with another agency before telling a requester that records have been sent to 
that agency. In some limited situations, the mere knowledge that a certain agency has 
related records on a person may compromise intelligence sources or activities. INS Form 
G-734 states that the agency has 30 days to notify us whether we may inform the 
requester that a referral has been made to their agency. 

(5) When processing requests that involve classified material originated by INS, prior to 
denying the material under exemptions (b)(l) or (k)(l), the material must be reviewed by 
the original classification authority to determine whether it should be declassified, 
downgraded, upgraded, or classification is still appropriate. Whenever such material is 
involved in an FOIA/PA appeal, the material must be reviewed by the Department 
Review Committee of the Department of Justice as a further review to determine the 
propriety of classification. 

Finally, in addition to the FOIA and Privacy exemption to withhold classified material, 
there are other exemptions that can be used to withhold material that has sensitivity but 
does not quite qualify as national security information and cannot be classified. Most 
notable are exemptions which may be used to withhold the identity of confidential 
information or sources: exemptions (j)(2), (k)(2), (k)(3), (k)(5) of the Privacy Act and 
exemptions (b)(2), (b)(5), (b)(6), (b)(7)(C), (b)(7)(D) and (b)(7)(~F) of the Freedom of 
Information Act. All exemptions that may be applied when necessary to project 
legitimate sources of sensitive information. 

Therefore, if properly administered, FOIA and Privacy need never be the source of i 
security compromise. But it is up to each person involved to make certain that it doe; 
not happen to you! 



Policy Directives and Instructions and the New UlAb bystem 

Loretta Shogren 



At last year's conference, Ms. Shogren spoke on the responsibilities and plans of the 
Office of Policy Directives and Instructions (PDI). This year, Ms. Shogren addressed 
what has been done since then, as well as continued plans for the future. 

The staff in PDI serves INS by providing quick and easy access to laws, regulations, 
operations instructions and the Administrative Manual. While originating only a small 
portion of this material, PDI controls the publication of all of it. 

In the past year, PDI prepared and published 2 new sections of the Administrative 
Manual (AM). The first new section is called the Organization Manual and contains the 
Structure, Responsibilities, and Administrative Authority. PDI pulled together material 
found in various places to provide one source of information on the INS organization. 
This manual was published on January 22 and is located in Section 1000 of the 
Administrative Manual, as AM 1010 through AM 1014. There is room for growth and 
improvement, but these sections of the AM establish for the first time a means to 
provide this information to the entire Service. 

i 

The second new publication, in Section 1100 of the AM, is called Policy Statements. 
These policy statements are intended to provide a single, organized, and easily accessible 
compilation of high-level INS policies for the guidance of personnel throughout the 
Service. Publication of the Policy Statements, as part of the INS directives system, 
provides a means whereby policy guidance can be revised or canceled, as changing needs 
of the Service require. 

As an extra job, the office has prepared, published, and distributed a newsletter for 
Information Systems called INFO. INFO is published quarterly and contains articles 
about news in all the divisions of Information Systems. There are always articles on 
Records and Information. 

Another responsibility of PDI is forms control and design. The Form 1-94 has been 
redesigned, and 8 of the most frequently used public-use Adjudications forms are 
currently being redesigned. This is part of Priority II to improve the image of the 
Service. The forms are being redesigned to: 

make them easier to fill out by the alien; 

give clear instructions; 

make them easier to use by the Service; and 

improve data entry for the automated systems. 

u/ill* 



save money and time that can be used in other ways. 
DIAS 

The major effort of PDI has been the design and development of an automated system, 
Directives and Instructions Access System (DIAS). 

DIAS now includes every word r the haH copy of the "Law B^oks." 

This includes: the Act, 8 CFR's, Operations Instructions, Interpretations, and pertinent 
sections from other agency CFR's. These have all been placed on a data base. The data 
base is on the main computer in Washington and can be accessed thru CICS by terminals 
throughout the country. All you need is a CICS password and a terminal that 
communicates. 

What is DIAS? 

DIAS is an easy to use data base system which provides direct access through a terminal 
to all of the pages of the current Law Books, including a history of revisions. It also 
contains a message feature which will alert the user to all changes made to the Law 
Books and any proposed changes. In the near future, the Administrative Manual will be 
added to DIAS. 

Through DIAS, the process of thumbing through pages to find information has been 
automated. The basic structure of the Law Books remains the same and includes the 
Immigration and Nationality Act, Title 8 of the Code of Federal Regulations (8 CFR), 
pertinent sections of other CFR's, Operations Instructions and appendices, and the 
Interpretations of the Nationality Act. All text currently in the books is now on the 
system. Employees familiar with the books already know a lot about DIAS. 

DIAS was developed to allow PDI to get changes to the Service immediately and provide 
a way to quickly find information. 

Searching for Data 

There are two ways to reach the information you want from the Law Books. The first, 
called "structured" search, is similar to looking at the page heading of your books. You 
simply ask for 8 CFR 337.1 or any other Law Book reference. The second method, 
called "unstructured" search or "keyword" search, is similar to looking up words in an 
index. You simple ask for words like "oath" or "allegiance." 

Experience Doesn't Count 

Regardless of previous computer experience, DIAS allows easy access to information. 
The system has been designed to "talk" to the user by displaying messages and 
instructions (in regular English) on the terminal screen. The user can "talk" to the 
comDuter bv tvoinc in vour answers and reauests. 



A DIAS manual has been written that provides an introduction and sample sessions. 
Everything the employee needs to know to operate and take advantage of DIAS is in the 
manual. PDI expects it to be handy reference guide for everyone who uses the system. 

A Word to New Computer Users 

Part of human nature seems to be a fear of the unknown, or at least, a certain 
uneasiness when confronted with new tasks. This is particularly true when it comes to 
computers. Computers have evolved so rapidly that even people who have been in the 
computer profession for years can feel left-behind. (And it certainly doesn't help that 
grade school children are becoming computer wizards.) Matters are further complicated 
by computer jargon which often appears to have no corresponding meaning in real life. 
DIAS is designed to use everyday language for people with little or no previous 
computer experience. 

DIAS Is Interactive and Online 

A computer system is said to be interactive if a back-and-forth, question-and-answer 
transaction takes place. DIAS will "talk" by displaying messages and instructions (in 
English!) on the terminal screen. The user talks to the computer by typing in answers 
and requests. DIAS provides easy-to-understand instructions on each screen. A system 
designed in this manner is said to be user-friendly. Very often the user is asked to 
select one activity or set of information from a list of options. Such a list is called a 
menu. 

In addition to being interactive, DIAS is an online system. This means that the 
information that the user and the computer send to each other travels by way of 
telephone lines. The user can actually pick up the telephone, dial a telephone number, 
and put the phone into a modem on the computer. Or the terminal might have a 
permanent cable hook-up which provides access to the main computer located in 
Washington, D.C. 

An online system, however, would not be effective if the computer could "speak" to only 
one terminal at a time. Fortunately, the computer is capable of "speaking" to a great 
many terminals simultaneously. However, it is possible that the computer will be too 
busy to handle every request, though this should not happen often. When it does, please 
wait a short while and try again. 

Those bewildered by computers and computer terminology should take consolation in the 
fact that a great deal of computer work can be accomplished by people who know 
virtually nothing about computers. In fact, most computer systems, including DIAS, can 
be operated by people with no computer skills. The screens for DIAS have been 
designed to tell you what to do at each step. There are also "HELP" screens to provide 
any additional information. 

DIAS text or data does not appear in the system by magic, it must be keyed into the 
system. All the current pages of the Law Books have been typed or "keyed" to magnetic 



new information is keyed into the data base, the old copy will still be available and will 
serve as a historical file for changes. The Office of Policy Directives and Instructions is 
responsible for updating this system as changes occur. 

How is DIAS better than using little black books? 

Changes can be made overnight, rather than 6 to 10 weeks later, so the information is 
current. 

The "message feature" says what has been changed. With a terminal, employees will not 
need to file all those pages (about 400 a year) in the books; and finding information will 
be faster. 

Last week, the Office of General Counsel proposed revisions to 8 CFR ... "Motions to 
Reopen." By using a DIAS Key Word Search, all the sections in the Regulations and 
Operations Instructions that would be affected were found in about 1 minute, simply by 
asking DIAS for all occurrences of Motion in the same sentence as Reopen. 

DIAS not only increases the speed of updating information or data, but decreases the 
time and energy spent in searching for information. 

This system has just gone into production. After about 6 weeks of training at the 
Central Office, key field people will be trained. 

As soon as terminals are available at your location, you can request a CICS password, 
receive a manual, and start to use the system. 

The DIAS System is only one of the many ways the Service is modernizing its 
operations. INS must use modern techniques to accomplish its mission within the budget 
and manpower restraints of the Government. 



Facilitator: Norma Johnson 
Reporter: Mary Abrell 



This workshop was conducted to give participants an opportunity to raise questions, 
present problems, and offer exemplary practices relating to INS operation. The 
comments and responses were provided by the participants. 



1. ADP - Security Clearance and Passwords: Clearance takes too long, sometimes over a 
year. Although we are told the clearance does not have to be completed before a 
password can be given to personnel, a background investigation is required in many 
cases. Too many employees still do not have passwords. Field needs a guide sheet for 
security and passwords. Document your problems, and send them to your Regional 
Security Officer. Do not allow others to use your password. 

Q. Why can't the same password be used for all systems? 
A. We agree with this concept and it will be pursued. 

2. How can one enter a Revoke status into MIRAC, for example, when an LPR has his 
status revoked? Also, when naturalization or certificate of citizenship status is lost, how 
does one get the certificate number out of the computer or enter something to show the 
loss of citizenship? 

A. There is no transaction in the Central Index System for an LPR when their status 
has been revoked. A subsequent action will reflect their current status in the CIS 
Status/History Maintenance transaction. The expatriation transaction will update an 
individual's record when their naturalization/citizenship status is lost. The C-number is 
never removed from the CIS. The CIS Status/History Maintenance will reflect their loss 
of United States citizenship. 

3. Has any new policy been set or considered for retention of N files? Shouldn't it be 
changed to 10 years instead of 5 years as it is now? 

A. Adjudications will be asked to address this question. 

4. Mail sent to CO and never arriving: Many times mail sent to CO with code names 
such as P10 is not routed to the proper office as the CO mail room does not know the 
codes. 

Put down the full name, title and room number. FCO's need a new listing of titles and 
room numbers. In one case, 361's correcting city information in MIRAC were returned 
to FCO without explanation. 

A. See Administration for current listings. 



A. Specific copies of wires will be addressed to Records. 

6. Can't G-641'S be sent to CO when naturalization occurred prior to 1956? How are 
G-641's controlled in CO? 

This matter is under consideration. Stronger policy and directive should be issued on G- 
641. Ed Lyle stated that the G-641 is being revised. A draft was given out; please give 
comments to Russ Powell or Ann Dunlap. 

7. There is a problem with having to retire files to FRC due to overcrowding, then 
immediately having to request them back to the district. An INS Records Center should 
be considered as an interim prior to retirement. A statement from CO is needed to the 
effect that only Records can request files and FCO's must respond only to Records in 
order to control files. 

8. There is a problem with CO keying wrong information into MIR AC from 
naturalization stubs or I-157's. 

A. This problem has been corrected. Any problems should be forwarded to Bill Polli 
with specific concerns. 

9. Student School System: 

Q. When we get an inquiry with only the name and date of birth without the admission 
number, it can be very difficult to get information. Sometimes the name at hand isn't 
exactly like the name in the system. 

A. This system works like the reverse of MIRAC; it responds better to limited, accurate 
information. Use the last name and date of birth only. 

10. Refugee files in MIRAC stay in Vienna or Rome months after entry. 

Currently, the NYC office must get packets out to the field as soon as possible. Do not 
send G-360's to Vienna or Rome. 

1 1 . What is the status of "all cash and money order" theory? 

A. Jim Duell states it does not seem to be as big a problem as first thought; only 
approximately $20,000 is lost (unrecovered) annually. ACS has a feature that will show 
when a bad check has been received so that application acceptance can be held up if 
necessary. 

12. Is there a student "alpha" any longer? Who keeps student "alpha"? 

A. There is no student "alpha" anymore (except the pre-August 83). Send "alpha" to 
London, Kentucky. 



15. Tape transcription of form tapes are a problem in most offices. The solution may 
be a contractor, the Tiger Team or another section helping with transcription. A cost 
estimate and specifications are being done for a contractor, who may also answer 
correspondence and make up packets. The contractor will be bilingual. 

16. Offices are overwhelmed by I-130A's. 

A solution would be to put them into MIRAC like the 80 million's; create on every file; 
or create on aliens in U.S. 

17. The National Records Center will not replace the Federal Records Center. 

18. What is the disposition of IAP66's? 

A. Matter will be investigated and guidance provided. 

19. FBI rap sheets are often useless since many times no date of birth or a number 
appear on sheet. FBI needs to put the DOB and A-number on rap sheets, and INS 
personnel need to be sure fingerprint cards are completely filled out. 

20. Currently, consolidation cannot be done from field. Future CIS enhancement will 
enable file consolidation updates to be performed by field offices. 

21. Does Records have responsibility to send I- 130's etc. to RAC? CO should give 
precise instructions. 

A. Precise instructions are pending final coordination between Region, Adjudication, 
and Records. 

22. Offices need more ADP equipment. Is replacement just one-for-one without 
additional equipment? 

A. It depends on what offices asked for. The plan is to give offices what they justified 
as needed. Hopefully, this equipment will be available very soon to FCO's. 

23. G-360's: No response from FCO's. 

A. Consistent response is already outlined, and will be addressed again in the National 
Records Priorities. 

Q. Could a few days or a week be set aside to only handle G-360's? 
A. No, it would only cause other backlogs to occur. 

24. What happened to the suggestion about a sleeve with a pocket to place on the shelf 
until file is obtained? 



26. Be discriminate in giving out information. When you get an inquiry on an alien 
card, don't say that Arlington, TX is processing the card because applicants wind up in 
the Dallas District Office. The card facility is a secure office that does not answer 
inquiries, and since Dallas is the closest office, they get the calls. 

27. Consider the possibility of replacing the use of G-361's to forward data input 
information to the Central Office, such a list including the necessary data elements. G- 
36 Ts are very time consuming. 

28. Is there a new FTS phone book? 

A. FTS directories are published annually. See your Administrative officer. 

29. Deletion capability should be better controlled. 
A. We agree. 



Facilitator: Irvin Klavan 
Reporter: Jim Carson 

The FY 86 priorities have been documented and incorporated into the RSD Workplans. 
The priorities, incorporating those of the Commissioner and the Record Systems 
Division, were divided into four categories: 

General; 

Records Program; 

Information Program; and 

Quality Assurance Program. 

Exhibits A-D list the priorities for each of these areas. Specific points that were 
emphasized during the presentation and/or discussions are listed below. 

General 

Improving the image and professionalism of the Service is a mandate straight from 
the Commissioner and is a critical element of every supervisor's work plan. 

Automation and new projects can create increased levels of responsibility for certain 
positions. This would enhance professionalism, and one goal is for this to be 
reflected in grade levels. 

The budget is presented for review and approval by John Murray and the Deputy 
Commissioner's Office. Last year a total of $4 million was requested in excess of 
allocated resources. Half this amount came from delaying a new project and the 
other half was cut from the regions. Budget requests must have supporting 
documents that thoroughly explain and justify needs. Simply stating that "x" amount 
of dollars is needed to do "y" will not suffice. If this occurs, it will only make it 
more difficult to support budget requests. 

Studies are currently being conducted to develop guidelines for the implementation 
of ACS/FARE Systems. Specifically, should the manual work flow process be 
changed in the Information, Records, and Travel Control units to more efficiently 
accommodate the new automated ACS/FARE Systems? A joint team including 
Records, Information, Adjudication, and Travel Control personnel analyzed 
operations in Chicago and will be submitting a report shortly. Preliminary 
indications are that the Contract Reps will continue to have a major role and that 
the changes will focus on the mail room. Chicago is tentatively scheduled for a 
pilot implentation of ACS/FARE in January, 1986. The study team will go to New 



Guidelines are needed to expedite the return of A-Files to the Records Unit. Some 
are more guilty of nonreturn than others: D & D; trial attorneys; Investigation, etc. 
Washington District Office uses Green Sheet Controls. 

A Project Group consisting of Enforcement, Examinations, and Records 
representatives has begun the initial steps to formulate precise guidelines for what 
should go into an A-File. If necessary, this group will be thrown into a closed 
room and not allowed exit until they have formulated such guidelines. 

The new Central Index System will identify where records are and will have the 
necessary data to complete the OF11. This is done manually and is not automated in 
any other Federal agency. 

A study group charged with the task of designing a balanced adjudication system is 
attempting to answer: 

when does the 10-day clock start running? 

is a file needed for every application? and 

-- what goes with an application (if anything) when remoting. 
Remoting will be done by Records and not by Travel Control. 

Forms will be redesigned so that the public can send applications directly to the 
RAC. Questions remain as to what the RAC will need, and how they will get it, to 
process the application. This will be conducted as a test in the Eastern Region. 

Problems in the CO mailroom have been acknowledged and steps have been taken to 
increase efficiency while decreasing the current $4 million per year expenditures. 

Adjudication has agreed that remoting is a Records function; it should be 
reallocated to Records, and one additional benefit would be an increase in their 
professionalism. 

Information Program 

There have been numerous complaints of the districts not answering phone calls. 
Ninety-nine percent of the calls to CO are long-distance complaints about not being 
able to get through to their district. A M 24-hour ask immigration" service has been 
available in Charlotte, NC, and Portland, OR; both offices previously lacked the 
resources to answer their phones. 

The curriculum had been designed for a senior contact representative training 
course, which will be scheduled at Glynco later this year if space is still available. 



The new Quality Assurance Program is designed to optimize the timeliness and 
quality of data collection and data conversion and to improve the overall quality of 
the automated systems data cases. 

With the acquisition and distribution of major quantities of new computer 
terminals/computer systems accessibility, a quality assurance awareness program wi 
be instituted for field offices. 

Quality Assurance reviews will be made of the Central Index, Detention and 
Deportation, and FOIA/PA Tracking systems. 
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Facilitator: Pat Salazar 
Reporter: Linda lanni 

Field Resource Management, the utilization and development of available resources, is 
necessary tool in INS. INS employees are oftentimes called upon to "make do"-- 
restructure or redirect the frequently limited resources that occur as a result of the ever- 
changing conditions of the Service. 

For example, the FY 86 priorities for Records and Information include: 

Courtesy and professionalism; 

Records accountability; 

Establishing a national field records workload processing priority system; 

Fully accommodating new computer systems; and 

Undertaking a comprehensive servicewide review of Records and Informatior 
organizational structure, staffing and grade levels. 

All of these areas are directly affected by INS' ability to train, develop, and efficiently 
utilize manpower to its fullest extent. 

This workshop encouraged participants to voice their concerns and suggestions. Ii 
particular, attendees were asked to share ideas and methods to: 

develop new training approaches, 

enhance training that is currently available, and 

encourage others to strive for excellence in the workplace. 

In all three workshop sessions concerning Field Resource Management, the concerns, a; 
well as the recommendations, were the same with few exceptions. 

Major Concerns: 

Training; 

Low opinion many service employees have of Records personnel; and 

Reclassification of grade structure. 



A Records Handbook, much like the ones the Contact Representatives 
currently have, to be used by all district office Records personnel, and/or to 
be used in conjunction with on-the-job training. 

Formalized training at sites such as Glynco. There are such training sessions 
for all units except Records personnel. It seems that the only training which 
Records personnel are offered is better office skills. Or: If it is impossible 
to have such courses at Glynco, then establish a program where a training 
officer could travel to a central location in each region each quarter for the 
purpose of a formal training session for Records personnel. 

Reclassifying positions and rewriting position descriptions in accordance with 
OPM standards. 

Uniformity in grades/positions from region to region and district to district. 

Establishing a task force to develop formal training programs for Records 
personnel. 

Video training sessions. 

Developing a program whereby a full-time Records person would cross-train 
attendees at future Glynco sessions much like the other units do. 

Extension training courses. Why does it take so long from request to receipt 
of such courses? It was stated that several years ago these courses were going 
to be rewritten. Has that been done? 

Attendees felt that the INS Southern Region should be emulated in its successful efforts 
at upgrading personnel. The Southern Region positions were upgraded by 
reclassification and rewriting position descriptions. Clerk typists in the Transfer and 
Creation unit are now data transcribers at the GS-4 level. Personnel must submit a new 
SF-171 to see if they qualify for the GS-4 now, or how long it will take before they do 
qualify for the upgrade. Mail clerks are now application clerks in the Mail and 
Communication unit at the GS-4 level. There is also a teletypist position at the GS-5 
level currently vacant. 

Recommendations to District Offices: 

Establish district manuals on all Records functions. 

-- Denver and St. Paul have such manuals, providing step by step 
instructions on how to process each and every application from receipt to 
completion by Records personnel. They include instruction in the G-23, 
as well as what COENF or COREC means. 



Have ail new personnel, regardless ot the position they till, spend time in the 
Records section learning the various Records functions. This should help 
improve the erroneous image Service personnel have for Records. Try to re- 
educate current Service personnel. 

Cross-train personnel- -people need to know what the basic functions are of 
other units and how they relate to Records. If possible, have officers from 
other sections give informal instruction in these areas. 

If at an ASK Immigration site, utilize the tapes developed for new personnel. 

Finally, provide on-the-job training, 
urther comments on training: 

In offices where jobs are very specialized, it wouldn't make sense to have a 
structured central training program since a good portion of the employees 
wouldn't need many of the skills presented. 

A disadvantage of a training period is that offices often can't afford time 
without an employee. 

An advantage of training in the field is its timeliness, whereas a training 
manual may quickly become outdated. 

A preface to the 2700 manual could possibly eliminate the need for another 
handbook. However, its index must be improved because it is extremely 
inadequate. The table of contents must be revised, Kay Carver points out, as 
it is inaccurate. 

Remember to project support and a positive attitude to personnel. 

he ideas raised in this workshop were presented to the Central Office as areas which 
eed further action. 
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What we're going to do this morning is spend about an hour showing our entire ADP 
program. The presentation you're about to see is the same one I gave to Congressman 
Mazzoli and his staff on Monday, which is why I was not here. What we're going to do 
here is try to use ADP technology to even give the presentation. This presentation we've 
been involved in for the last month and was done by Tom Perelli back there, who is a 
college student. Well, I don't want to take any of the blame for this, it's his fault. 
Now, Bertha Garden here, my assistant, will help me on this. We tried to jazz up the 
opening a little bit. There is substance to this presentation. This is done on an IBM PC 
and then transmitted to the screen. What we're going to do first is go over the 
organization itself. We're not going to spend a lot of time on that but I think you want 
to see what the organization is like now and how it will help us to implement the 
various programs. Then we're going to do the systems portfolios: the mission systems, 
the business systems, and then the management support type of systems. And a part that 
probably you're very interested in is, how are we going to do all this and integrate it all? 
That's all the hardware and the software and the data communications systems, and 
Project Inform. Then we'll go into interdiction and follow that with Project Save and 
I'll even go over a little bit of the statistics that we have on, in fact, Telephone Services 
also. 

Now, here's how we're organized. We have three main divisions, as you know, and we 
have also Policy Directives and Instructions and a core of 20 ADP Field Analysts. The 
reason we have Field Analysts is so that we can, in fact, have a pulse on what's going on 
out there in the field by having people who report directly to me. The Record Systems 
Division: I'm sure you're aware of that and I won't go into that in detail. The only new 
part of that is the Quality Assurance branch which should keep tabs to make sure that 
the systems developed by the ADP people have the quality of data that we do need in 
our systems. 

Next we have the Project Control Integration Division. That's divided into four major 
branches: Database Management Branch, and the reason we have all of these here is that 
these are things that are not confined to just a data systems division. These are tools 
that can be used by the whole Service and should, in fact, be integrated. The Database 
Management Branch itself controls all the databases and makes sure all of the data items 
are, in fact, standard throughout the whole service in every system. So if everybody 
uses the same nomenclature for everything they do, and we keep them pure and clean by 
keeping them there, so that the data systems people will not take shortcuts in each of the 
systems, we will not end up with incompatible systems. 

The Project Management Branch not only takes care of the ADP projects alone, but any 
large project, and so they are the ones who assist you, in fact, in managing your projects 
by automated tools. 

Software engineering: we keep them separate anyway because they're a little flaky. 
They're our systems programmers types. I used to be one, but now I'm alright. They're 



The Data Systems Division (and I'm sure I told you this last year but I'll tell it to you 
again); the fact is we tried to break out the mission systems, and concentrate on them, 
from the business systems and management systems. So the majority of our effort is in 
fact over there in the Mission Systems Branch because our whole goal is to supply 
systems that will support the missions of the Service and we are doing all of our effort 
almost on that. In fact, right now there is a new prohibition out not to change the 
business systems, because they want to integrate those throughout the whole Department 
of Justice. Now that may take a light year to do, but they don't want us to go ahead 
and evolve a lot of new systems in that area anyway. 

The Technical Support Branch is getting more and more emphasis as we install more and 
more hardware because they in fact do control the data centers within their building and 
all of the terminals and all of the word processing staff. 

The Communications and Electronics Support Branch is another growing area because 
our radio systems are in fact getting larger, getting many more portable and mobile 
radios out there and our telecommunications system is in fact one of the largest private 
ones in the United States, but that's getting a lot of emphasis too. 

We will go over the Mission Support Systems, the Index Systems, and they consist of the 
Nonimmigrant Information System, and the Student School Database and the Central 
Index System. They are our largest systems as of now. Then we'll go into the Casework 
Support Systems. That's the real work that goes on out there in each of the districts in 
fact. That includes the Deportable Alien Control Systems, the Naturalization Control 
System, the Legal and Applications Casework System or Adjudications Casework System. 
That will be the largest system we will ever put up. We are taking out time with that to 
ensure in fact that one is done right. And, then my favorite one, Antismuggling and 
NAILS. We'll say a little bit about IMDAC. I know you are all familiar with that, and 
then we'll go into the Management Support Systems. That includes the DIAS system, 
which I think you would be interested in hearing about, the PAS System, which you are 
all familiar with, and then we'll at least go over VARS a little bit, our PACS and our 
FACS. 

The purpose of NISS is to account for all the foreign visitors and diplomats and it did 
account for all the students too. Now its capability is to provide status on individual 
immigrants for tracking purposes. It does provide the only statistics available in the 
United States on arrival, departures, and destinations of foreigners. It has been 
operational since January of 1983. It has over 45 million records on it. It's one of the 
largest databases in the United States. It's capable of loading 625,000 records in a single 
day. I'd like to take time to explain that we took this long 2i years ago and we only had 
one system up and that in fact was MIRAC. We were starting to do a new system. We 
attacked this one here to show the world, to show you people, and to show the rest of 
the Service that we in fact could implement a good decent system. We had a contractor 
doing it. We issued a "show cause." He was not doing well at all. We took the whole 
thing over ourselves, canceled the contract, and brought it inhouse. It created a lot of 
spirit. We operated it around the clock, 24 hours, 7 days a week, and got it to the shape 
it's in. Once we got it in shape, we farmed a lot of the work back out, but the idea is 



we have on the database. It has been operational since August 1984. In tact, in 
Pennsylvania only 3 or 4 months ago, they asked us if they could use it to verify 
students who in fact should have student loans up against those who did not. They 
saved over 850,000 dollars on a one-day run we did by finding the legal students who, 
in fact, were getting grants who should not have. 

Central Index System, as you know, is probably the biggest system that we have. That's 
MIRAC revisited. That will have it's being loaded now-- 120 million records on 20.5 
million individuals. It's theoretically a skeletal record of all aliens, all individuals of 
interest, to provide file location, immigration status, and biographical data. It's a pointer 
that we will use to all other automated records and other databases. 

CIS has been developed, it is currently in prototype, and will be operational by the end 
of August, that's this August. It's taking a lot of time to load because of the 120 million 
records. You have to correlate all these and create indexes. We have been loading for 
the past 2 weeks. The loading will be completed on August 15. They have guaranteed 
me August 15, that it will be loaded, and therefore by about the first of September it 
will become available to you. Now, we have trained the trainers out there and I know 
there's going to be a lot of upheavel when we do go to it because you won't be as 
familiar with it as you are on the other one. It is user friendly, however. We do 
guarantee you good response time, so you will all have to go through this training or 
learning period of a new system and I'm sure we'll get a lot of calls on this one. But, it 
is the most important system we have ever put up because it will be the one that points 
to everything else. So, we want your patience, your interest, and your phone calls. We 
will do everything we can to ensure that the transition from MIRAC to CIS is as smooth 
as possible. It's our goal on this one to have 3- to 5-second response time. That does 
not mean that if DOJ is down, you're going to get response time. We think DOJ is 
starting to straighten up now because they've got all new disks and apparently are 
starting to work well. 

Now, here's a Central Index data book on CIS and why it's so important. As you can 
see, we have that arrow that goes from the Central Index out to DACS, NACS, and 
Legal. I show that as a Ballantine beer sign only to show you that in fact there is a core 
of data within DACS, NACS, and Legal that is exactly the same and that core is the 
same type of data that will be fed into the Central Index.. So if a new case comes in 
DACS, it's first entered in DACS and then the Central Index will be updated. If, in 
fact, you query the Central Index first, you may send that data and make sure it goes 
into NACS, DACS, or Legal or whoever or whatever system it should be in. On the 
Central Index screen, on the righthand side, it will show that in fact there is a DACS, or 
a NACS, or a legal, or an ASIS record out there. So, you will be able to know that they 
are. They will not automatically go to those systems yet. But there will be a screen that 
will allow you to see that there is data out there and then you have to sign onto that 
system in order to find the data. ASIS, I show separately because not every person in 
ASIS will be on the Central Index. The reason is some of that is in fact proprietary type 
of data and sensitive data that does not belong on the Central Index. Because, as you 
know, ASIS is the Anti-Smuggling Information System. Some of the data and some of 
the people will not show on this Central Index. The other half of that is the fact that 
the Central Index will point to the File Control Office and the File Control Office in 



lot more knowledge of the movement of files because we will store all that data which 
files go where and when. And with that data, it will be much easier for us to determine 
which should be archived and where and what should be stored in a National Records 
Processing Center. That was the original idea that we were going to have one. We 
don't know now if it's going to only be one. It might very well be that we will store the 
data on, maybe, a regional basislike the RACS were organized. We don't know yet. 
The idea of a National Record Processing Center doesn't necessarily mean that it will be 
one center. We don't know yet. We don't know the efficient way. We've got a study on 
now, and we should know the answer to that probably by the end of this year. 

The purpose of the Casework Support System is to support, track, and report on the 
naturalization, deportation, legal, and adjudication casework. The goal is to provide on- 
line, user friendly, menu driven systems. It does automate the production of various 
forms and reports from inception to final disposition. It also lists schedules of hearing 
in NACS. (Sometimes it doesn't tell the people that they should come. We're having a 
few problems with that in Chicago.) It does monitor the automated booking data of 
detainees, it transfers workload statistics which will help us with, eventually, our G-23, 
but in the interim it does know how much workload we can pass on to an examiner line. 
It compiles and monitors complex calendars for Legal staffs and integrates the 
deportation and relative legal proceedings that the DACS and the Legal System. The 
Legal System is an extension, in fact, of the Deportation System. The one thing that it 
does do is ensure uniformity within both the INS offices and the four systems 
themselves. The internal prototype, NACS, is operational in eight districts, which covers 
30 percent of our cases in nationalization. DACS is operational in 1 1 district or service 
detention facilities. The new NACS, DACS and Legal are operational in the Chicago 
District Office; NACS is also operational in San Francisco and in Miami. ACS system is 
under development and in fact has been delayed purposely because what we don't want 
to do is overbuild this system to where it will be difficult for the user to use. This 
handles nine different forms, which I guess is 60 percent of the adjudication that it 
covers. But that's a tough thing to install on time, the automation of nine different 
ones, because as you know, adjudications has not been standard throughout the United 
States. Now, when you install a standard system you have to change the manual work 
and workload that everybody does. So its going to be a traumatic change when we do it 
and we're stepping very slowly with that because that is so important to the Service. 
Now, all these use the standard DBMS and are integrated with the Central Index System 
and the thing I'll mention several times is every system is available over any INS 
terminal. That's our g<?al and as you know, that's what we can do now outside of those 
who have the interim system. 

This (ASIS) is my favorite system. The reason is that it's quite sophisticated. That 
system maintains an automated record of information related to alien smugglers and 
associated case-related intelligence information. We have 1.5 million pieces of 
information, not 1.5 million people, 1.5 million pieces of intelligence information. It 
contains data on phone numbers, addresses, license plates, names, and aliases, incidences, 
and related narratives. What that means is you can dial in a phone number, key in a 
phone number, if you have it on someone you suspect of smuggling. When you put that 
phone number in there, it will recall to you anybody else who might have used that 



INS terminals. We are developing a companion fraud system for fraudulent marriages 
that will be operational in about January 1986. 

As you know, last year I told you we had a thing called "the Service lookup" or SLOB. 
That was a terrible name. I don't know if this is any better, but I think NAILS sounds 
a little better than SLOB. Now you all know what the Service lookup is. What we did 
is we had it automated anyway, in all reality, because we kept the names. What we did 
is then print a list off the computer and send that list over to the Government Printing 
Office, and eventually they would do it and mail it out to the districts and then the 
districts would give it to the Ports of entry. How long do you think that took? .... A 
long time is right. Approximately 3 months. So the data was in fact out of date! Well, 
being that we already had it on computer, what we did is put it on line, okay, which we 
thought would be a little faster. Now, it does permit the user to select any one of 17 
types of inquiries. I don't know if you know what Boolean logic is but it's "and" 

and "or." So you put that name and date of birth, or name and date of birth or country 
of birth, so you have all these selections. This is why it's much better than like the text 
system where you can only put one thing in. You can decide on the information you 
want and the more information you want, the more precise it will be. It does retrieve 
information in 3 seconds or less. It also' supports temporary emergency lookout and 
that's a big additive because, as I said before, if you want to put something on it before, 
it took 3 months or a telegram out. Right now what it does, is up on the seventh floor, 
they can key in the moment they get in an emergency lookout, and within 10 seconds of 
the time they key it in, it's available over every terminal in INS. It does automatic 
purge on expired lookouts, too. It does liink aliases with legal names and supports the 
connection of individual lookouts to and from group lookouts, too. We do have 
comments on the data base. It does report stolen documents. You've got to have some 
fun. The system is in operation at secondary inspection in seven of the largest airports 
in the United States and, again, it's also available over all INS terminals. It's also in 
primary at the Baltimore airport. We're g<oing to implement it in primary at the largest 
airports and Ports of Entry in FY '86, in fact in FY '85, as soon as the terminals arrive. 
We're going to expand the database to include the AVLOS; that's not done .yet, but, the 
fact is, all we have to wait for is for AV1LOS to be done. I'm not sure when they will 
be done with their new data. We also take the data from there and give that to text so 
the text database also has our lookout data. We are going to enhance it to include stolen 
and lost passports. 

Now, IMDAC does provide timely, accurate collection and capture of immigrant data at 
one place. It collects and captures 350,000' visas and 275,000 adjustment of status cases. 
It does prpduce the data from one- point, 'which is a big savings, for implementation of 
the Central Index System, down to the card facility and the statistical reporting facility. 
It creates and distributes in hard copy file for visas to field offices. It is, in fact, 
operational now and doing exactly what we want, what it is supposed to do. It has 
reduced the turnaround processing time for visas to 10 days, which I think is a 
monumental jump. 

The ADIT Facility: It does produce very secure cards now and we are producing 
approximately 1 million secure identification cards each year. The card data for field 
access is orovided throuch the CIS. It does oroduce secure identification cards for 



equipment resources. That's the goal of the Business Support System. The Productivity 
Analysis system is probably the best one we have. It does automate the G-23. I'd like 
to take the time to tell you that 2 years ago or 2 years ago, about January 1980, they 
were producing the 1983 G-23 statistics. Now, if anything would be more boring to 
read, it's some 3 -year-old statistics on workload. It doesn't support you very well. So 
what we decided to do was to automate that so we can, in fact, have relatively easy 
access to current data. Right now it's about 45 days behind, so that you are able to see 
what was done 45 days ago rather than 3 years ago. That data is a lot more interesting 
because it's something you're interested in and it shows your performance only a little 
while ago. So people are much more interested in it. They become so much more 
interested in it, if it doesn't show up right they say, "Maybe we better change the type 
of data we captured." So there has been a lot more interest in the G-23 since we put it 
on line. It also has about 3 years of data in there now, which also shows you good 
trends of data. It's on a monthly basis, so you can, in fact, see the data. It does allow 
you to do simple tabulations to complex analyses. What we've done is make it graphical. 
The reason we have, is people don't want to read those 60 or 70 thousand pieces of 
information that we produce on a monthly basis. What we've done is put it on the 
graphs so they can see, say, your district as against the other districts in your region. If 
you see a data anomaly, something that's really different, then, in fact, what you can do 
is go and look at the details of the data. So you don't have to investigate each piece of 
data and you wouldn't read those big tabulations, but if you see a blip, you say, "Hey, I 
wonder why I'm good at NA or I wonder why I'm worse." Being worse does not mean 
you're worse, what it means is you may be doing things a little different and maybe it 
helps something else. The use of the graphs does help you a lot. Those graphs are on 
line to each of the regions, so the regions can produce their own analyses and prepare 
their own graphs. Eventually, the districts will have that same capability, so they can 
perform some of their own analyses. 

The FACS system has been operational, I guess, since 1978 and records allocations and 
commitments; it does a standard accounting. It is run also at a regional basis. The 
Position Accounting System is basically the same type of system but it reports on the 
workforce by positions and personnel and payroll purposes. 

VARS does account for our 3,600 vehicles and, as you know, that is growing because we 
did add a thousand agents and the associated equipment. I'm sure it will be over 4,000. 
It does contain a detailed record, including utilization cost and maintenance of each 
vehicle. Our plan is, of course, to convert the new equipment that will be arriving at 
the regions by the end of this year and get rid of the paper files. A lot of you didn't 
know this, but what we're doing is providing service-wide on-line access to the I&N act, 
the regulations, the OIs, interpretations, and Administrative Manual. We think this will 
be a big step because right now, I think we have 8,500 of them out there OIs and we 
have completed the design development and we are going to expand to other texts. I'm 
sure some of them have already been covered. I think we got a good response from 
some of the districts a few weeks ago, that they think this will be a big boom to them. 

This is the part you're probably the most interested in. What we did was take what was 
going to be one integrated contract that would include software development, hardware, 
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muun oeuer, uiverse group 01 people, me oiner reason you PICK live is uie compeimve 
thing. That is, in fact, if somebody doesn't produce on one task, he may never get 
another task. That is a big important thing. You don't want to be married to a 
contractor that you're stuck with. If you have five of them out there, it creates 
competition. If you change the task from one contractor to another because the other 
guy isn't doing very good, you attract his attention. Loss of revenue is a big thing to 
those people so that's why we did it also. That takes care of studies, analysis systems 
design, training, and testing. It's a 5 -year umbrella contract. It was used for the 
development of almost every system we have done so far in the last 21 years. They have 
also completed the design on ACS and they will also be programming that. It's a task 
organization type of contract. 

The purpose of our hardware is to provide an integrated ADP and office automation. I 
want to stress that. These two are going to be a married approach which meets the 
needs of INS and allows future flexibility and growth. We want to make sure it has 
expandability in sizing for field offices, and ensures reliability of equipment and 
information, and it maintains the security and privacy of data. We also required when 
we selected the contractor that it would be compatible with Washington and Dallas parts 
of DOJ. It must use standard terminals. That was our criteria. Our first configuration 
was installed and operational on February 1, 1985. We also want to let you know that 
we installed another 405 terminals at 18 sites, with 22 controllers on it, on Easter 
Saturday; and that was done by INS people. Not Easter Sunday they had that day off. 

This is our basic architecture that we're trying to support. What that shows is we will 
have two support centers of DOJ, for reo!undancy. It's always good to have two to 
support our two largest systems. That's the NIIS system in Dallas and in Washington, 
D.C., basically we'll want to support the CI. In San Diego and the Central Office 
systems, the CO became operational 2 weeks ago. In San Diego, the dedication was done 
August 5. They will support the Case Work Systems. Then we'll have class 2, 3, and 4. 
They are the district type of systems. It will all be integrated. They should actually 
show here that everyone- -you don't have to go through these here to get to those. You 
can go directly from here right up to here. You can also go from here over to there. 
It's all due to the INSINC network. That's our telecommunications center. That's how 
we're marrying it all together. 

There is virtually unlimited horizontal and vertical expansion of the basic architecture. 
What we did is pick the equipment that can be expanded either way. In other words, 
we can make more sites or we can make one site larger. We can transparently add or 
delete the processors within the network and it will be invisible to you. It is a natural 
upgrade. If an installation is split, we can actually put smaller hardware in and you'll 
never know the difference. We do have a flexible operating system. It's called MBS. It 
permits expansion to the largest IBM systems that there are. It's easy upgrade, to triple 
processor capacities in the same footprint. The same footprint means the same floor 
space. But not only is it capable of tripling the size of it, I'm talking about the 4381 
size, the bigger size that I said, but only 2 days ago it was announced that not only can 
we triple it but they just made a new version of it (that we can probably upgrade to 
eventually) that's four times as fast as what our upgraded one would be. So, we have 
about 1200 percent expansion on those machines. They are going from what is now 



protection. That means we can protect data right down to the individual record. The 
invalid access is displayed and logged so we know who tried to make an invalid access. 
All 4381/MVS complexes are to be installed behind locked doors now, obviously, and 
there will be multi-level protection at the keys to include a key lock at each terminal. 
There's logical protection to sign on a password. All major equipment is from a single 
vendor (IBM); it eliminates interface compatibility concerns that we've had in the past. 
Equipment is designed for office installation without raised floors or special air 
conditioning. 

They are remote operatorless host sites. Those that you will see in the districts, and 
that's called the System 36, will not need to have well-trained operators. They are easy 
to operate and a proven ergonomic design suitable for office environment. That means 
that the keyboard for your word processing is exactly the same as the keyboard for the 
data processing. Another thing you can do is the data processing. You cannot do word 
processing, but your word processing station will be able also to access every system in 
INS. It is menu driven. Not only with help displays, but they in fact have put the 
entire manual on the machine. So, there's 100 page manual stored on your machine, so 
when you need help on any command you can draw it right up and you don't have to go 
search through the book. I'd like to explain why we went to the distributor approach 
versus the centralized large processor only approach. The advantages of a centralized 
large processor is it's easy to control, obviously. And it does have lower operation and 
maintenance support costs, and maybe even initial lower costs. The disadvantage is you 
don't get the ability for local applications development, because it's too complex; and, 
not that we're trying to emphasize this, but you have in fact slow response time. You 
hav limited growth and higher communications cost because everybody has to go to one 
site. The advantage of geographical and intermediate processors is the capability to 
distribute the databases closer to where the action is, rapid response time, and tailored 
applications to local needs. There is a lower communication cross because the data is 
closer to where the action is. The disadvantage is there is a higher initial cost. Now, 
there is a higher on-end cost unless sites can be remotely operated and maintained. 
We've ensured that. Even with our large San Diego site, there will be one person in the 
nation that will have what we call a "lights out" operation. A lights out operation means 
that it will be operated from Washington, D.C. So, the console for the San Diego 
machine is in Washington. We will have a few operators out there, three to be exact, 
that's not enough to cover 7 days a week, 24 hours a day, but in case we may want to 
dump things to Dayton and change the paper. So we have three operators out there, one 
at a time for about half of the time, and that's why there will not be a higher on-end 
cost. Now, this is a new concept. There's only a few people in the nation who have 
tried it and we do mean lights out. In fact, it is very lowly lit too. So you don't even 
need anybody at the console all the time out there. 

Now, what we're going to show you is how various sized offices will look. We'll go first 
to the larger class one configuration. These two epitomize what we will have in San 
Diego and Washington, D.C., and that is we'll have the 4381 with all its disks tape. We 
will have System 3060. Now, these can be big or small machines. They'll be the big 
ones out there. Don't expand the 4381. The 4381 will have 16 million positions of core, 
and they will have in Washington, D.C. 10 billion positions of disks, and in San Diego, 
15 billion. Tn addition, we have these little machines that range from 1 to 2 million 



controller just to control these types of terminals alone, and they will also have these to 
support office automation and ADP. I think almost every installation is getting about 
one of these if not more. 

Now, Class 3 will have a smaller System 36 that may only have 200 million positions of 
disk or 400, plus a personal computer. Probably the majority of districts and border 
patrol sectors will have that type of configuration. The last type is Class 4 and we may 
not even need that. We may only need large PC's. But, what we have is what they call 
a Baby System 36. A Baby System 36 is about this size, about the size of a PC; 
however, it can have up to 32 devices on it at a time. They are very reliable. We've 
had them operating in our office, and while they were operating we rolled it across the 
floor and it still operates. They are very reliable. The mean time between failures is 2 
years. We think they might be a little more reliable than what we have today. 

They have integrated the software and communication right into the mainframe itself. 
There are alot of commands and you can use a mix of different terminals. In other 
words you can use ADP and office automation. You can go and do local ADP, you can 
actually do ADP on a PC or on the 36, or upgrade right into the large mainframe; a lot 
of good security features. We will be able to do the remote diagnostics. As I said, you 
can tie a PC into it. Right now, I'm going to step off for a few seconds and let Bertha 
give you the scenarios. She told me she didn't want to do them but I'm the boss-- 
sometimes. 

BERTHA GARDEN 

What these scenarios are going to show are the flexibility of the equipment that we've 
got under contract and how it can be used in different scenarios in the district offices 
and airports. This is the host scenario that John told you about before, whereby we can 
do remote diagnostics from the main computer facility here in Washington, D.C. This 
slide depicts the Washington, D.C. console center in the central office building here, and 
thereby being able to go out to retain operator messages from this one console in 
Washington; monitor the INS Center that's going to be established in San Diego very 
shortly; act as a help desk for each of your terminals in your stations out in the district 
offices; and do remote diagnostics. All of this is done through the telecommunications 
notes that you see at the bottom of this line. 

This scenario shows office automation functions and information retrieval from remote 
files being executed from the same work station. It shows an INS examiner being able 
to go through the INSINC network and access files from the Central Index here in 
Washington, D.C., or being able to access district offices filed through the System 36 
machinery he showed you a few minutes ago; or being able to go into NAILS, either the 
master file or possibly in the future a downloaded NAILS locally. This shows the use of 
the Service Lookout Book NAILS provides: names, dates of birth, etc. We can 
download the master NAILS file to the local processor; check arriving passengers against 
the NAILS as they're standing right in front of you, and if found, sufficient information 
provided to allow contacting to the office for an A-file. 



This walks you through the slide I just showed you whereby he picks up a group of 
illegal aliens, checking the databases and processing the runs. Another Border Patrol 
Scenario: it shows the point of entry scenario whereby the individual, standing right in 
front of the inspector, can be processed more quickly by an inspector at a terminal going 
into NAILS and such, entering names, date of birth, checking the NAILS database. 
Being able to do other IDMS functions with the IDMS database system, it allows you 
on-line capability of the deleting, adding, and changing records right at the site. 

MURRAY 

The reason we can do everything we're doing today is due to the fact that we have a 
data communications network. It's the backbone of everything we're doing. In fact, it's 
true throughout the United States here today that progress in telecommunications has 
allowed us to do the majority of integration in work that has gone on in INS. We have 
dedicated bisynchronous and asynchronous communications to the Justice Data Centers 
and to all of our main offices. We also have access to other Federal and state agencies 
like NCIC, NLETS; we don't have TECS yet because we don't know how to 
communicate with them, and we are going to have ALVOS very soon. We currently 
have 114 sites online with dedicated service. We also have Dallas online obviously. 
NLETS and NCIC are online, and we have it operational about four places: Washington, 
Portland, Seattle, and a few others but it's actually going nationwide in the next week or 
two. We have converted this network to a private network; in other words, it's not a 
public net it is a private net. It's what we call a value added network. What that means 
is they're AT&T lines and the engines are supplied by a firm called Tymnet, but it's all 
for us. In other words, we own the lines per se. We're eventually going to upgrade the 
backbone to 56 KB. This is not too clear, but we have basically a 34,000-mile 
telecommunication network. The heavy lines there that you see are 19,200 bit per 
second lines. The other lines are 9,600. What this doesn't show is the rest of the 
network. What we have off of that to the other 112 sites is in fact what they call multi- 
drop lines. Those of you who are old enough might know what a party line is, well a 
multi-drop line is a party line. That means you have to share it. But at 9,600 bits per 
second it's even faster than the majority of you can talk. (Even you Kay.) 

What we're going to show you now is the INS data flow. This is how we've designed it 
so we can get all of our data to and from everybody. We had to do this type of 
architectual design before you in fact design your system. We'll go and explain to you 
what we're going to do in each of these boxes which might help you. Now at the Dallas 
Data Center we are going to do NIIS: management support. Now at the Washington 
Data Center we are going to have the Central Index System. At the other agency 
databases, they include the NCIC and as you can see we accessed these databases: 
INTERPOL and National Law Enforcement Telecommunications Systems. And, 
hopefully TECS someday but we don't know how we're going to do it. Then, the other 
agencies- -we're allowing SSA, in fact we're starting a pilot now to Social Security in 
California where they want access to what we call our SAVE -type of databases and also 
our NIIS databases. This is all new. We've never done this type of thing before. They 
will actually add terminals onto our system. Other agency inquiries include the State 
agencies, that will include Project SAVE; and other intelligence and law enforcement 
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will be moved off of the large mainframe onto our own. You'll do all office automation 
for us. That means not only word processing, we're talking about electronic mail and 
management support. At the Region, there will be large system 36's to supply terminal 
support, office automation, and management support. Again, that's the FACS and the 
PACS. Plus, they should be allowed to do a lot of their local support systems that they 
currently have today and they will be given that capability. The district supplies, here's 
the difference, terminal support to access and update all the systems, local support, 
office automation, and A-File tracking. That's one of the big applications that's strictly 
district oriented. 

Now, let's go into a little bit of Project Inform. We're going to skip through this very 
fast because I know Dan May is going to spend some time with you. What the purpose 
is, is to provide automated file accountability. It provides automated inter- and intra- 
office of the 22 million files in the Service. What's nice is instant update by a bar code. 
What we mean by a bar code is the same thing you have in a Giant or in the Safeway. 
Except it's not a product code. Files Accountability was completed in February of 1984 
and was installed in the District Washington office as a prototype only. The files 
conversion is underway at all of these sites here. In fact, we have installed it in 
Chicago, in July. Dan will talk a lot about that I'm sure. We will be going into New 
York on September 24. We hope to do all of the major ones by the end of this calendar 
year. Then, we're going to retrofit Washington with the new system. 

As you may or may not know, we were one of the first to have portable radios. We 
need a nationwide tactical radio system that we can go to to support our law 
enforcement activities. We were surprised that we were the first Federal agency to use 
mobile radios and we're the sixth largest in the government. We've gone as far as we 
can go with our VHF/UHF. So, basically what we're saying is we have got some 
microwave experience and we're going to expand it. This is a major program now. We 
spend about $8 million a year on radio communications. The advantages of the 
microwave as you can see are self evident. The biggest one is the number of channels. 
You only have one under UHF/VHF. We have 24-70 under microwave. We will be 
able to communicate with other agencies. But, we can't now. There's no voice security 
but there is if you have it under microwave. More importantly, you'll see that there's 
no data capability but there will be under microwave; that's a big additive as you can 
see. Someday, we hope to get the terminals in the cars so, that they can just punch in a 
number in the car and get a response back. Another thing is under VHF/UHF, you can 
only go to the next sector where under microwave you can go all across the United 
States. What we're showing is how we have made the intrusion detection into a part of 
the overall . INS Enforcement Data System. We can sense it on a sensor, an alert is on 
the screen back at the sector headquarters and from that same one, after the agent goes 
out, and it interdicts the person, he can call back in and from the same terminal we will 
be able to access ASIS, the Master Index, or any other of our databases. Our whole 
point is we're trying to increase the effectiveness of enforcement manpower through 
technology. We're never going to get enough people to go arm-in-arm at the border. So 
we have to use that type of technique. You're going to get a lot more than SAVE. The 
data that we do in fact can't get through inquiry. The only way you can get into it now 
is by A-File. Here's the process you must go through, formal request and memorandum. 
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Til have you know that Congressman Mazzoli was very interested in the productivity we 
have gained in service to the public. Ninety- two percent of all calls was solved with 
one call. Seventy percent of questions are answered by the 47 different tapes that we do 
have. Over 30 percent are automatically referred to backup representatives. It has 
quadrupled a number of calls handled per hour. 

That's the end of our little show. We call it a dog symposium. 
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Project SAVE 
Stephen Fickett 

Project SAVE, the Systematic Alien Verification for Entitlements, is designed to prevent 
aliens from receiving benefits illegally by providing States with direct terminal access to 
information on aliens' status. INS' role in Project SAVE is to provide information to 
assist in the determination of eligibility for entitlements. Enforcement is left to the 
States. 

Many governors, State officials, and even President Reagan have been briefed on the 
advantages of Project SAVE. It provides enormous cost savings for the participating 
States and may soon become mandatory for all 50 States. 

The seven charts that follow (Exhibits A-G) show the benefits, the process, and the role 
of INS in Project SAVE. When an alien applies for benefits, such as food stamps or a 
student loan, a State agency consults its own terminal. Using the A-number, direct 
access can be obtained to the Master Index via ASVI. If the alien's number is listed in 
the system, and everything seems proper, INS' involvement stops there. If, however, the 
A-number is not found within the computer index, or if the data seems questionable, 
INS will be contacted for further information. In that case, a form, such as the draft 
form shown in Exhibit H, would be filled out by an INS employee, verifying the status 
of the alien or the authenticity of an alien's documentation. 

Some comments from the audience following this presentation: 

What is the liability for a GS-3 clerk who signs a Verification Request form 
saying that no record is available for an alien, if later a record is found? 

Answer: Clerks will not have this responsibility placed on them. 

Colorado is understaffed and cannot handle this extra workload. Fifty 
percent of our staff are student aides. 

Project Save will be used by some federal agencies as well, for example, the 
Social Security Administration (SSA). SSA doesn't ask us whether the aliens 
are illegal, but only if INS knows whether they're in the United States 
legally. 

L 

These alien files are overused. Social Security Administration, Welfare, 
military recruiters, even county officials come to see our records to check up 
on their taxi drivers. If we allow everyone to use these terminals, how can 
we do our own work? 

Answer: Terminal access will help this problem by increasing the speed at 
which you can work. 
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EXHIBIT H 
Document Verification Requ 





team'* Name 


Nationality 


Alien Refutation Number 


of Birth 


LJ Photocopy of Document it 
LJ No Documeni Attached - 5 
fSff Remark* Bflouj 
LJ Other Information Attache 


r ** tMtittn /*>*** Alia 
ilatuk Alleged 

d 


1 Security Number. 


IMMIGRATION AND NATURALIZATION SERVICE 
ATTN: Document Verification Section 


WE WISH TO VERIFY THE AUTHENTICITY O 
ATTACHED DOCUMENT AND/OR VERIFY THE AL 
STATUS AND WORK AUTHORIZATION OF THE 
APPLICANT. 

Signature 


Title 


Date 



IARKS OR SPECIAL INFORMATION RELATIVE TO REQUEST 



EN APPLICANT AUTHORIZATION (Whtn required) 



hereby authorize the , 

laturalization Service. (Submitting Agency) 



10 verify the authenticity of my alien registration documentation with the Immign 



Signature of applicant date 



OM: (Typed or Stamped Same and Address of Submit tin* Agent v) 



Name of Agency Representative 



Phone Number (Irtilmh' Area Codf) 

f ) 



Unit 



i RESPONSE 



THIS Sf T/O.N F OK I.\S L ! S O\L I 



>m the document information submitted and or a review of our records e find that: 
D The document agrees with INS records and appears to be genuine: 
D This alien has permission to accept employment without restriction. 



Class 



uan May 

Project Inform is a system of barcoding alien files in order to facilitate files tracking. 
Last year, the Project Inform pilot system was installed in the Washington, D.C. District 
Office. Although it has had some problems, it is a good foundation and will be of great 
benefit to INS. 

The following charts and outlines are presented here to further explain Project Inform: 

1. Project Inform's Mission Statement 

2. Project Inform's Goals 

3. Project Inform's Six Phases 

These phases were established in 1983 and are still on schedule for the most 
part. 

4. Alien Files Accountability and Control System (AFACS) Application System 
Review 

AFACS is a local A-Files tracking system. 

5. Local Accountability Strategy 

"Survey/Plan/Propose" refers to: surveying the condition of the office; 
planning out how to approach it with regard to data collection activities; and 
making a proposal to the District Director, the Director of the Systems 
Division, and the local Records room supervisor, etc. 

Clean up activity is performed primarily by the Tiger Team. 

There are three levels of training; managers are trained first, data 
administrators, and the managers of each of the operating sections. 

6. Bar Code Labels 

The bar coded information is the alien number itself. 

This system does not track names or content. 

The bar code's information includes numeric, alphabetical, and special 
characters. 

7. The Bar Code Reader 

8. The Computer Hardware 
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that most of the INS offices have received. 

The "wedge" translates information form the bar code reader's wand to the 
terminal, just as if the alien number had been keyed in manually. 

Equipment Distribution Plan 

This diagram shows the distribution in the Washington district office, but the 
plan is similar to what will be implemented in other offices. 

The placement of terminals is dependent on two factors: (1) the physical size 
and layout of an office; and (2) the number of places through which files 
would normally pass. 

The Demand For Accuracy 

Bar codes need only be keyed in once; therefore, errors due to keypunching 
will be greatly reduced. 

Schopenhauer's Law For Computers 
AFACS Strategy 

Bar coding is usually performed by contractors. 

Post- implementation audit serves to post locations of the alien files, right 
after the system is brought up. 

Computer Site Survey 
Files to Be Barcoded 

Files are coded by prefix. The usual prefix of "A" in a normal A -File will 
sometimes be an "S" and will sometimes be a "T." 

If you have multiple copies of a file, the system will tell you where each of 
these files is located. 

Non- immigrant N-Files may be barcoded if a particular office wants to keep 
track of them, but there will be no data preparation for these files. 

The Requirements of AFACS 

The "Loans" capability will probably not be used frequently due to current 
regulations. 



Request allows the user to obtain the file. 

Charge Out: Any office can charge a file to any other office. 

The "Return Hold" transaction prevents a file from being returned before a 
particular office is finished with it. 

Records Section Transactions 

"New Add" is used for A-File creations. 

"Consolidation" is for the joining together of multiple files, including a 
temporary file with an A-File. 

"Change Accession/Box Number" is used for correcting mistakes. 
The Barcode Menu for Records 

The Barcode Menu for Deportation 

Officers names can be barcoded. The system can hold up to 1,000 different 
codes per section. This facilitates accountability of files, because each person 
and each storage cabinet can have its own number assigned to it. 

Location Codes Table 

AFACS Data Base Data Elements 

"Flags" include the Return Hold function, or any other symbol which 
communicates the status of a record. 

"Audit Date:" the Audit is a very important procedure, and should be 
performed about twice a year. "Audit" is similar to an inventory of files. 
Audit function serves to discover improper bar codes, that is, bar codes out 
of sequence. 

AFACS Reports/Statistics 
Sample AFACS Form 

This is an example of an AFACS statistical summary. 

Diagram of Transaction of A- Files Between Records and Operating Section 

There are two steps to an A-File transfer: charge out and receipt. The 
receiver must acknowledge receipt so that the system knows where that A- 
File is. 



25. Project mlorm's Fiscal Year '85 Current Status 

There were some mistakes on the pre -numbered barcoded folders. If you do 
change your numbers, please place a black line through the bar code, because 
the bar code will still be the old number. 

IMDAC folders were not bar coded, due to a financial dispute with the 
contractors. 

26. Barcoding Results by City: Bar codes on Shelves, FRCs Captured, etc. 

New York City's 2.4 million barcodes on the shelves do not necessarily mean 
that New York actually still has all 2.4 million files. 

27. Cartoon 

This cartoon was drawn in honor of Jim Fleming, who experienced a 
computer mishap in Chicago. At this time, however, the hardware in 
Chicago is performing well. 

28. Functions of the Data/System Administrator 

These functions may be performed by one or several people who know and 
care about Records. 

A highly specialized person will be allowed to delete records. 

29. Office Automation Equipment 

This table shows the number of terminals established so far at specific 
locations. 

This system cannot handle more than 36 terminals per location. 

AFACS is a local system and only handles the records which you have locally. 

If you get a file transferred from another city, you must tell MIRAC about 
that, as well as your local filing system. There is no connection yet between 
AFACS and MIRAC. 

If you have questions about Project Inform, Mr. Cecil Christian and Ms. Norma Johnson 
are your Central Office representatives. 
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PROJECT INFORM 



IMPROVE A-FILC ACCOUNTABILITY LOCALLY. 
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AFACS STRATEGY 



. FILES CLEAN-UP 

. BARCOOING A-FXLES 

. FRC DATA CAPTURE (DOCKET CARDS) 

. SITE SURVEY 

. EQUIPMENT INSTALLATION 

. TRAINING 

. SYSTEM IMPLEMENTATION 

. POST-IMPLEMENTATION AUDIT 
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AFACS REPORTS/STATISTICS 



- TRANSACTION SUNNARIES 

- NAJOR NOVDCNT COUNTS 

- A-FZLE COUNTS SY LOCATION 

- A6IN6 REPORTS SY LOCATION 

- STATISTICAL SUNNARICS SY TYPE A-TILE 
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DATA/SYSTEM ADMINISTRATOR 



RESPONSIBLE FOR EQUIPMENT 

- OPERATION 

- ACCESS 

- MAINTENANCE CALLS 

- 'TROUBLE-SHOOT PROBLEMS 



PROCESSES REPORTS 

- INITIATES JOBS 

- INSURES DELIVERY 



PROCESSES AUDITS (INPUT/OUTPUT) 



PERFORMS DATABASE MAINTENANCE 
(REOR68.ETC.) 



PERFORMS SYSTEM BACK-UPS 



MAINTAINS CONTROL TABLES 

- VALID SECTION ID'S 

- VALID USER ID'S 
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Workshop on ACS/FARE Systems 

Facilitators: Terry O'Reilly, Jerry Webster, Holly Clow, and Pat 

Bolinger, 



FARES 

A consensus from last year's conference was that the Service needs to upgrade its fee 
receipting equipment. Records and Information was interested in installing Servicewide 
electronic cash registers such as those in use in the Western Region. Exams was looking 
for a way to track initiation of cases. Both users took their needs to Data Systems who 
determined the solution to be an automated Fee and Applications Receipt and Entry 
System (FARES). 

The goal of FARES is to provide automated support for receiving applications and 
producing fee receipts. 

The objectives of FARES: 

capture basic case data; 

automatically generate fee receipts; 

improve accountability of money collected; 

improve the efficiency of the fee receipting process; 

provide statistical information; 

interface with ACS, NACS, DACS, FACS, and possibly other systems; and 

generate management reports. 
Status of FARES: 

identified major functional requirements; 

completed system design; 

currently preparing for acceptance testing (August); 

prototype installation and implementation scheduled for late August, early 
September in Chicago (dependent upon new hardware availability); and 



- ice ami 

- INS employees -transfer of accountability 

cash bonds 

FOIA/PA 

miscellaneous collections 

generating individual and consolidated daily office registers; 

- improve speed and efficiency of verification process 

interfacing with ACS; 

- create a fee receipt based on the basic case record from ACS 

generating G-22 and G-23 initial receipt data; 

ensuring general, overall integrity of FARES data base; 

- security-protected and system generated fields 

- audit trail established for personnel responsible for collection of fees, 
cash bonds, FOIA/PA and miscellaneous collections (user I.D. at sign-on) 

improving public image. 

- responding to requests from management, Congress, and the general 
public for information relevant to applications received and case status. 

Ongoing system improvements and requirements include: 

tracking of applications to reflect remoting location; 

hardware configuration; 

- automatic function to open cash drawers 

- automatic stamping of applications received 

tracking of case status reflecting five major processing steps: 

Processing steo Status code 
relocated/sent L 

pending investigation I 
returned R 

denied D 

approved A 

FARES will utilize a type writer- type keyboard. The FARES Collection and Receipting 
Applications screen format appears in Exhibit A. FARES receipts will replace the 
acknowledgement currently used in NACS. FARES walk-in receipts and receipts for 
mail-in applications will automatically be generated (exhibit B). 

The current status of FARES: 

identified major functional requirements Feb 85 

completed system design Apr 85 

currently preparing for acceptance testing Sep 85 

prototype in ERO RAC Oct 85 

analysis PC/system 36 version Oct 85 

evaluation TDMS FARE. comDarison with PC/svstem Nov 85 



FARES will eventually interface with the Adjudications Casework System (ACS). ACS 
capabilities include: 

case tracking; 

remoting; 

denial notification; and 

approval notification. 

ACS is currently being redesigned, as the original design is too large for implementation 
in the field. FARES will be implemented before ACS but will not interface with 
Central Index until ACS is in operation. At that time, ACS will be accessed first and 
will automatically transfer to FARES and interface with Central Index. It is hoped that 
ACS will be ready for implementation at four locations by the second quarter of FY 86. 

Eight forms to be used with ACS have been redesigned to: 

improve their appearance and readability; 

provide a logical sequence of questions; 

clarify and simplify instructions; 

meet requirements of operations; 

ensure compatability with automated systems; and 

standardize format and instruction. 

The revised forms include the 1-90, I-129F, 1-130, 1-140, 1-485, and the I-129B which 
has been split into two forms (the I-129H and I-129L). The 1-506 and 1-539 have been 
consolidated into one form. These forms account for approximately 80% of the public 
burden. 

All of the revised forms have a one side, 2 column format identical to the screen format. 
The forms will still be color coded, and should be in the field by 11/1/85. Obsolete 
versions of these forms will be destroyed. 

This workshop emphasized the importance of user group feedback in the design of these 
two systems. As one speaker pointed out, "Records and Adjudications users should be 
the driving factor that defines what we want in the way of data processing systems." A 
30-member ACS user group has been quite active in that system's design. The FARES 
user group feedback has come mainly from Central Office. It was suggested that 
feedback from the field be given to Pat Bolinger and Kay Carver who serve as user 
group representatives. 
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The Case Tracking System (CTS) began about a year ago and, through on-site visits and 
training, is now better understood and has met with much less reluctance than when first 
introduced. Exhibit A lists the primary functions of the CTS, and Exhibit B provides an 
overview, illustrating how integral CTS is to the operation of many other systems. 

Exhibits C through J show exactly what the user sees on the screen when using CTS. To 
move from screen to screen, the user must come back to the menu (Exhibit C), put an 
"X" at the appropriate spot, and hit "ENTER." 

Exhibit K lists the benefits to this system. Illustrating some of these benefits are 
Exhibits L through V, samples of the outputs from this system. 

There is still a problem of the system skipping an acknowledgement letter. The reason 
for this is not clear, but it seems more likely to occur when a high number of pages are 
entered into the system at one time. The focus during the coming year will be on 
adding enhancements to the system. These include: 

generating final response replies automatically; and 

H using summary reports by Central and Regional Offices to find out why 
"pendings" of 1 year or more have not been resolved. 

Questions/Concerns 

How long must requests be maintained in the active file? 
For 5 years. 

Why do INS fees remain constant when the cost per copy for duplicating has increased 
at other agencies? A recent DOJ survey determined that actual costs per copy was less 
than 10 cents. OMB is conducting a standard fee study to apply to all FOIA charges. 

Why are there so many problems with passwords not working even after they have been 
issued? FOIA must enter the name of the user at Central Office, and sometimes a name 
is not entered correctly. Usually a phone call to John Sowders at CO (633-3278) can 
clear up the problem very quickly. 

Why must a request for a printout be made three or four times? A revision to the user 
manual was distributed to all offices in February, 1985. This gives specific instructions 
on the use of ROPES. 

Who is allowed to issue a "denial?" Only the Deputy or District Director has this 
authority, unless it has been specifically delegated to another individual. 

If an extension is granted, is this automatically reflected in the output for pending 
requests? Yes. 
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SUBJECT S YOURSELF 



AR REQUESTOR: 

RECEIVED YOUR REQUEST FOR INFORMATION FROM THE IMMIGRATION AND 
TURALIZATION SERVICE ON 

LJR REQUEST IS BEING CONSIDERED UNDER THE PROVISIONS OF THE 
EEDOM OF INFORMATION ACT AND/OR THE PRIVACY ACT, AS APPROPRIATE 
HAVE ASSIGNED YOUR REQUEST THE FOLLOWING FOIA/-PA CONTROL NUMBE 
850595. PLEASE REFER TO THIS NUMBER ON ANY FURTHER COMMUNICATI 
GARDING THIS REQUEST. 

WILL ANSWER YOUR REQUEST AS QUICKLY AS POSSIBLE. HOWEVER, DUE 
NY CIRCUMSTANCES IT MAY TAKE LONGER TO COMPLY WITH YOUR REQUEST 
AN WE CAN DETERMINE AT THIS TIME. 

ES MAY BE CHARGED FOR SEARCHING FOR RECORDS AND/OR REPRODUCING 
PIES. THE FEE RATES ARE $1.00 PER QUARTER HOUR (CLERICAL TIME) 
D $2.00 PER QUARTER HOUR C NON- CLERI CAL TIME) TO SEARCH FOR RECO 
E COST FOR COPIES IS $.10 PER PAGE. FEES ARE WAIVED WHENEVER TH 
TAL COSTS ARE UNDER $3.00, 

WILL ASSUME THAT YOU ARE WILLING TO PAY FEES UP TO $25.00. IF 
EASE CONTACT US IMMEDIATELY. IF IT IS ANTICIPATED THAT FEES WIL 
CEED $25.00, WE WILL NOTIFY YOU AND GET YOUR AUTHORIZATION BEFC 
OCEEDING FURTHER WITH YOUR REQUEST. 

NCERELY, 



UEST TYPE : P 

WAIVER REQ : N 

ION OFFICER : JB 

CITED - : Y 

LETTER : Y 



* CONTROL * 

* NAME 

* SUBJECT 

* A-NUMBER 

* DATE RCVD 



CO 851078 

WRIGHT 

YOURSELF 

06/05/85 







DATE DUE : 07/< 



E OF ACTION : ____________ TYPE ACTION 

HPTIOtfS APPLIED : _____________ . _______ STATUTE CITED 

IED BY-NAME : ____ ^ _________ __ ____ ; _________ _ TITLE 

NSFERRED TO : _______ _____ REFERRED TO 

CLERICAL 1/4 MRS : _____ . ____ NO* COPIES 

NON-CLERICAL 1/4 MRS : ______ FEE CHARGED 

I WAIVER GRANTED ? : __________ FEE COLLECTED 



DATE/NAME 



* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 
* 



ACTION 



:A AN6 PRIVACY ACT REQUEST TRACKING SYSTEM 
ID ING REQUEST REPORT 



EXHIBIT N 



CONTROL 


DATE FINAL 


DATE 


DATE 


SUBJECT/REQUESTOR 


NUMBER 


REPLY DUE 


RECEIVED 


ACKNOWLEDGED 


NAME 


CO 840002 


11/07/79_ 


10/24/79 


00/00/00 


WINTER 


CO 840004 


12/03/80 " 


11/19/80 


00/00/00 


ABT 


CO 840005 


01/20/81 


01/06/81 


00/00/00 


FRIEDMAN ARIYEH S. 


CO 340006 


06/16/81 


06/02/81 


00/00/00 


GUTIERREZ 


CO 840007 


07/16/81 


07/02/81 


00/00/00 


DAVIS 


CO 840008 


08/17/81 


08/03/81 


00/00/00 


LKHAN 


CO 840009 


10/05/81 


09/21/31 


00/00/00 


GRUBBS 


CO 840010 


10/22/81 


10/08/81 


00/00/00 


GRUBBS 


CO 340011 


10/30/31 


10/16/81 


00/00/00 


KAPLAN 


CO 840013 


05/17/82 


05/03/82 


00/00/00 


BONILLA-LULAC 


C0*840014 


07/05/82 


06/21/82 


00/00/00 


SIEGEL 


CO 840015 


07/08/82 


06/24/82 


00/00/00 


SIEGEL 


CO 840016 


07/09/82 


06/25/82 


00/00/00 


TREVINO 


CO 840017 


08/04/82 


07/21/82 


00/00/00 


FENSTERWALD 


CO 840018 


08/04/82 


07/21/82 


00/00/00 


FENSTERWALD 


CO 840019 


08/04/82 


07/21/82 


00/00/00 


FENSTERWALD 


CO 840020 


08/09/82 


07/26/82 


00/00/00 


CHAMBERLAIN 


CO 840021 


10/04/82 


09/20/82 


00/00/00 


NO NAME 


QO 840022 


12/07/82 


11/23/82 


00/00/00 


DOUGLAS 


CCT840026 


01/05/83 


12/22/82 


00/00/00 


KENYON 


CO 840027 


01/10/83 


12/27/82 


00/00/00 


NO NAME 


CO 840028 


01/13/83 


12/30/82 


00/00/00 


SCHEY 


CO 840029 


01/13/83 


12/30/82 


00/00/00 


NO REQUESTER NAME 


CO 840030 


01/13/83 


12/30/82 


00/00/00 


SCHEY 


CO 840031 


01/13/83 


12/30/82 


00/00/00 


SCHEY 


CO 840032 


01/13/83 


12/30/82 


00/00/00 


SCHEY 


CO 840033 


01/13/83 


12/30/82 


00/00/00 


SCHEY 


CO 840034 


01/13/83 


12/30/82 


00/00/00 


SCHEY 


CO 840035 


01/13/83 


12/30/82 


00/00/00 


SCHEY 


CO 840036 


01/13/83 


12/30/82 


00/00/00 


SCHEY 


CO 340037 


01/27/83 


01/13/83 


00/00/00 


SCHEY 


CO 840039 


02/23/83 


02/09/83 


00/00/00 


QADERI 


CO 840042 


03/15/83 


03/01/83 


00/00/00 


GREER 


CO 840043 


03/30/83 


03/02/83 


12/09/84 


SCOGGIN 


CO 840044 


03/24/83 


03/10/83 


12/09/84 


WILLIAM 


CO 840045 


04/21/83 


04/07/83 


12/09/84 


HUDDESTON 


CO 840046 


05/05/83 


04/21/83 


12/09/84 


SIMS 


CO 840047 


05/10/83 


04/26/83 


12/09/84 


SMITH 


CO 840049 


05/24/33 


05/10/83 


12/09/84 


PARAS 


CO 840051 


06/01/83 


05/18/83 


12/09/84 


HOLL 


CO 840052 


06/01/83 


05/18/83 


12/09/34 


HOLL 


CO 840055 


06/27/83 


06/13/83 


12/09/84 


GALONIS 


CO 340056 


07/05/83 


06/21/83 


12/09/84 


NIEDERMAN 


CO 840057 


05/25/83 


05/11/83 


12/09/84 


SMITH 


CO 340058 


07/06/33 


06/22/83 


12/09/84 


HIG 


nn 4fiAO 


ft7/9O/T! 


7/aA/T; 


12/09/84 


NTEDFRMAN 



1A AND PRIVACY ACT REQUEST TRACKING SYSTEM P 

ATISTICAL REPORT FOR REQUESTS PROCESSED FOR ALL OFFICE (S EXHIBIT 

OM 06/01/85 THROUGH 06/30/85 

N DATE : 07/11/85 REQUESTED BY : J .SOWDER 

EEDOM OF INFORMATION ACT REQUESTS 
QUESTS COUNT : 

1. UNPROCESSED REQUEST AT BEGINNING OF REPORT PERIOD. ........ . 34 

2. REQUESTS RECEIVED DURING REPORT PERIOD. .... . . .. . ...... ..... 8 



TOTAL REQUESTS ........... 

SPOSITION OF REQUESTS : 

3. DETERMINATIONS TO PROVIDE ALL RECORDS 

4. DETERMINATIONS TO PROVIDE PART OF THE RECORDS. 

5. DETERMINATIONS NOT TO PROVIDE ANY OF THE RECORDS. ........ .. 

6. CLOSED FOR OTHER REASONS 

A . REQUESTORS FAILURE TO IDENTIFY RECORDS. 

B . K'EQUES TORS REFUSAL TO PAY FEES 

C . NON POSSESSION OF RECORDS 1 , 

D. REFERRAL TO OTHER AGENCY. : 

E. REQUESTORS REFUSED TO COMPLY WITH OTHER REQUIREMENTS 

F . REQUESTS WITHDRAWN. . 

G . DUPLICA'I E REQUESTS ...................................... : 

H . FOIA NOT APPLICABLE I'D -KEQUES f . . : 

TO T'flL THROUGH M ........ ................................ 1 

TOTAL A ! HROUul ; H ........................................... 3 



s Nor PROCESSHD AT L-ND ur- REPORTING PERIOD...... .... 32: 

TOTAL ITLMS 3 THROUGH ?........................................ 42 



iPl'lOiN-i RELIED UPON FOR DENIALS AND PARTIAL DEN: 
XEMPT10N&' CITED IN !:>!:>2<B> 

XEMPTION (1 ) * * * ** *****,.**._, 

XEMPTION (2) *, , **********... ? 

XEMPTION (3) * ,. , _ , . , . _ . .. A , 1 

XEMPTION (4) , , , . A . , A ..,,,,,. 

XEMP TIGN (!:>)** AAA . ********* 

XEMP 1.1. UN < 6 ;.,.,.,**** * ,..,*,.**** 



XEMP 1'ION ( ,' ) (H) * 

XEMP i :i. ON man, 

XEMPTION -(7) (C) , 
XEMPTION (7)(D), 
XEMPTION (7) (E) , 

XEMP 1:1: ON rmn* 



TATUTES INVOKED PER^UANT TO EXEMPTION ( 



..' i.:- 


J J hCNElLL l..a;AL TECH 




..;S 


J, JA HCNElLL Li- UAL TECH 


i 


JF 


FERRO DD 


.:'> 


i i 


CHARLES RA MIDBY ADDfi 


3' 


3 


A AN, REV- CFC 


1 2 


;;:N 


JC MAR A VI LEA CORK ESP CLEK 


< 3 


EN 


JMARA VILLA CGRRESP CLK 


1 


ET 


JAMES i"L MONTGOMERY DISTRICT DIRECTOR 2 


,...P 


A A 1"! A G I L] G N .i! D D 


3 


LG 


DAVID GA TURNER, JR ADD 


a 


LG 


OMER GA SEWELL DD 


10 


OU 


PAUL B O'NEILL D.I. SIR. LCI DJ.R 


::'.C1 OK 2 


OU 


PBO'NEILL DISC DIR 


6 


OU 


RICHARD H GULL AGE ACT DIST DIRECTOR 2 


OS 


EEG DD 


1 


OS 


EG ' DD 


2 


OS 


ERNEST GUSTAFSON DD 


6 


OS 


ERNEST GUSTAFSON JR DD 


1 


OS 


CiRI'LLE ^j CHARLES ACTING DD 


1 


I A 


RIVKIND DISTRICT DIRECTOR _2 


YC 


CHARLES CA SAVA DD 




YC 


JAMES A A JASEY ADD 


2 


PR 


.. ..^ 


17 


ILCHERi DD 


PI) 


JAMES O'KELFE ARC 


''.> 

A** 


Pri 


UERALD L CHYLE . DISTRICT DIR 


EC TOR 1 


TA 


i'v'JjKMAN HENRY QIC 


i 


AS 


RBN DD 


'j 




EXHIBIT R 



PROCESSED REQUEST AT BEGINNING OF REPORT PC RID I/. ............. 988 

QUESTS RECEIVED DURING REPORT PERIOD. .................... ____ 332 
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Facilitators: Harlin Keister and Bill Polli 

Mr. Keister presented an 18-minute publication video on INS automated systems. The 
video looked at how five computer systems, CIS, NIIS, STSC, NAILS, and ASIS, are 
intended to fit together. Mr. Alan Nelson, Commissioner of INS, narrated. 

Due to the ease of travel and the generous immigration policy of the U.S., the last 5 to 
10 years have brought an influx of aliens and a dramatic increase in the need for 
resources, particularly automation capabilities. The success of INS depends on the 
accuracy of its records, and so these new systems are more necessary than ever. 

The Central Index System (CIS) is a centralized data base of information which: 

serves as a control center to identify all aliens who enter the U.S.; 

is menu-driven; 

assists in referencing other data bases that contain alien data; 

is user-friendly; 

eliminates excessive handling of paper A- files; and 

is capable of cross referencing, tracking records between offices, and 
performing extensive file searches. 

An A-File can be identified to the system by: 

exact name; 

"soundex" on name and aliases; 

alien number; 

AA number for aliens born in a city outside the U.S. or its possessions; 

D.A. number for people who became citizens after birth; 

C number only for those people naturalized between September 1, 1906, and 
March 31, 1956. This number is on their certificate of naturalization; 

Social Security number; and 

Name, exact or soundex, and range of birthdate. 



auu uai.es ui arrival aim ucpanure, 

was implemented in January, 1983, with the revised 1-94 form; 

requires non-microfilming; 

has a database composed of I-94's collected and processed on magnetic tapes; 

reduces paperwork; 

improves accuracy of captured data; 

is on-line to field offices to the central office; 

streamlines handling procedures; 

produces reports based on accurate, timely data; 

provides support to other federal agencies such as: 
-- Department of Commerce 

-- FBI and other intelligence agencies 

-- Health & Human Services 

-- State Department 

-- Department of Labor 

H processes, stores, and disseminates large volumes of information; 

has performed 33 million transactions; 

E contains 18 million on-line accessible records available on days of arrival or 
departure; and 

B performs 400,000 new transactions weekly, 
^rational Automated Immigration Look-Out (NAILS): 

B serves to detect inadmissible persons or those of particular interest to INS and 
other agencies; 

B will soon be on-line with CIS; 

B is accessible from any INSINC terminal; 

B is an automated version of the Service Look-Out book; 

B has easy to use search options; 

a retrieves information in 3 seconds or less; 



Emergency lookouts can be entered directly into the system by Central Office inspectors. 
Routine lookouts are handled by G-143 forms. 

Anti-Smuggling Information System (ASIS) is a centralized, automated data base of 
information about people who are known or suspected to be smuggling aliens into the 
U.S., or to be assisting aliens to remain in the U.S. ASIS: 

assists in apprehending smugglers; 

deters illegal entry into the U.S.; 

holds criminal intelligence and records; 

allows entry and storage of corroborated or non-corroborated information; 

allows servicewide dissemination about smugglers; 

provides information on individuals, conveyances, addresses, telephone 
numbers, organizations, and incidents; and 

is menu driven, like CIS. 
ASIS' four major functions: 

Updating or creating data base records; 

Retrieving of data base records; 

H Reporting data base statistics; and 

Correlating data base records a function unique to ASIS. 
ASIS provides these major benefits: 

Deters Smuggling; 

The border patrol can rely on its criminal records to deter smugglers; 

Intelligence agencies can rely on its criminal intelligence support; 

To INS field users, the Canadian and Mexican borders are focal points; and 

Prompt, all night access to current, reliable data. 

Like CIS, ASIS can be accessed at various levels, depending on an individual employee's 
position and responsibilities. 



Finally, the Student School System (STSC) provides timely, on-line information on the 
arrival, departure, and status of non-immigrant students (groups or individuals), schools, 
or designated school officials. 

STSC's four general functions: 

Creates and updates computer information on no n- immigrant students and 
schools; 

Provides computer terminal access on individuals; 

identifies foreign students and INS-approved schools; 

searches database for aliens by family name or soundex; 

searches data base by admission number; 

searches data base for approved schools and officials; 

-- generates standard and ad hoc reports, in particular, 14 regularly 
scheduled reports, which would be impossible by hand; and 

provides microfilm index numbers of additional information on students 
and schools 

STSCs Major Applications: 

examinations and information can be double checked; 

INS enforcement allows the border patrol and criminal investigators to check 
for fraudulent identification; and 

statistical research several organizations require statistical information: 
Congress, the State Department, the FBI, and the Department of Defense. 

The great strengths of STSC are its variety of capabilities, its speed, and its accuracy. 

After showing this video, Mr. Keister provided an introduction to the Central Index 
System. Although the system will probably be accessible to INS employees by August 
15, 1985, most employees will not have received training by then, so the Master Index, 
MIR AC, will continue to be available for use. 

Training 

25 regional representatives have been trained who will train others. 

User manuals and training manuals are available, although not for every one 
of the 8,000 employees. 

The manual could train by itself. 

Mr. Keister hopes to generate 3,000 breast pocket manuals as well, after user 
manual documentation changes are made. 



data elements shown on this screen will only be available and display information if data 
was available at conversion. Otherwise, they are filled in when records are added. 

The next page shows the video screen you will see when performing a search on CIS. 
Note that 

the screen shows the system name, the time, and the date; 

there is a standard message line at the bottom of the screen; 

the standard PF keys appear at the bottom of the screen; 

PF-5 is the "Help" key which will present you with information on what the 
screen is asking for and how you should work with it; 

a subsystem list consists of eight acronyms read vertically; 

an H x H appears under the column for which LIS contains subsystem 
information on that person; 

when you display a subsystem record, you will find the information on that 
individual as summarized and transmitted to the CIS by that subsystem; and 

the three acronyms on the right refer to the second page of the file, the 
Status History Page, or the "RAP" Sheet. For example, if there was a 
violation, an x will also appear under the violator's column. 
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Figure 2. CIS Screen Design 



1.1.3 HELP in Navigating the Central Index System 



The Central Index System is user-friendly. Each screen provides 
directions for completing the screen, for returning to a previous 
screen or to the Main Menu, and for exiting from the system. In 
addition messages are displayed at the bottom of the screen if the 



Sid Massey 
Stuart Davis 



IMDAC, the Immigrant Data Collection Project, is an automated system for 
processing the arrivals and adjustments of immigrants to the United States. 

The tables on the following pages show the numbers of aliens admitted to the 
U.S., the numbers of adjustments, and the time required for processing those new 
arrivals and adjustments. 

INS is now processing 90% of the visa documents within 28 days. These statistics 
are good and meet the goals that INS has set for itself. The table of new arrivals shows 
that the largest number of visas arrive for processing during the month of March, 
whereas January is the month with fewest arrivals. 

Adjustments are processed at a slower rate due, to mailing delay and an 8-day 
processing cycle. So far this year, 147,027 adjustments have been processed, with Los 
Angeles producing the largest number. 

Problems with IMDAC 

For difficulties in any computer systems, call 633-1851. This number will be 
answered 24 hours a day, 7 days a week. The personnel answering the line 
will either solve your problem immediately, or will give you a control 
reference number for your problem and call you back with a solution. 

Mail was a problem last year, but several new procedures have been 
implemented and should improve the mailing system. 

Both FCO's and IMDAC are doing the work to create files. Hopefully the 
Central Index System will solve this inefficiency. 



VISA DOCUMENTS ARE RECEIVED AND PROCESSING COMPLETED 
WITHIN 28 CALENDAR DAYS. 
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ADJUSTMENT UUUUMENT KijPL,ttUT A WUUH SLiUWEK FKUUttbM N<j TJ.MK 

FROM APPROVAL TO COMPLETION AT IMDAC DUE TO THE TWO-STEP 
PROCESS. ONLY 52% OF THESE TRANSACTIONS ARE COMPLETED 
WITHIN 28 DAYS. 

Days Number of Adjustment; 

0-28 68,668 

29-35 16,793 
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71-84 3 r 781 
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The ADP Password Issuance Program 
Bill Devany, Security 



The ADP Password Issuance Program controls the access into INS 1 automated 
information services. A year ago, a formalized procedure to obtain passwords was 
virtually nonexistent and there were less than one thousand passwords to maintain. 
Today, such a procedure is in place. INS has now issued five thousand passwords and 
will have issued ten thousand by next year. 

"Security clearances" are not required to obtain ADP Passwords. Security clearances are 
given to people who need access to classified information. Since INS does not maintain 
automated classified information, this kind of clearance is not necessary. However, 
guidelines put out by the Department of Justice require an "ADP clearance" for users of 
the mainframe equipment in Washington, D.C. and Dallas, Texas. 

INS Field Employees now have a formalized role in the management of ADP security. 
Their role was established in August, 1984, when a formal password issuance procedure 
defined their new functions. 

On the following pages, four diagrams present the process of password issuance. The 
process to obtain ADP Passwords for INS Field Employees begins with a request from a 
field "QIC," an officer-in-charge, who has identified a requirement to obtain an ADP 
Password for a specific INS Field Employee in a particular INS office. Eligibility 
implies that a particular level of ADP Clearance is required to obtain a certain type 
access to INS Automated Information Services. For example, an ADPI Clearance is 
necessary to delete a master index record. This procedure brings INS in full compliance 
with the mandates of the Department of Justice. 

Questions: 

Q: Once an employee is granted a password, why must that person apply again for each 
individual computer system? 

A: When an employee is granted an initial password, he/she is given access only to 
those systems in the initial request. Subsequent requests may require more stringent 
ADP clearance and, as a result, another review for eligibility must occur. Automated 
records are maintained on individuals who have previously applied for access. As a 
result, it is not necessary to request information from Regional Personnel a second time. 



Comments: 



It requires ten work days to process a password once a password candidate 
has been declared eligible, and the request has been received by the INS 
Central Office ADP Operations staff. 
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District Offices Special Programs 



twining, 

The Chicago District Office has 12 computer systems: 

1. Legal Case Tracking System (LCTS) 

2. Central Index System (CIS) 

3. Naturalization Casework System (NACS) 

4. Cuban Adjustment Program System (CAPS) 

5. Non-Immigrant Information System (NILS) 

6. National Automated Immigration Lookout System (NAILS) 

7. Freedom of Information & Privacy Act Tracking System (FOIA/PA) 

8. Anti-Smuggling Information System (ASIS) 

9. Deportable Alien Control System (DACS) 

10. Student and School System (STSC) 

11. "A" File Accountability and Control System (AFACS II) 

12. Master Index Remote Access System (MIRAC) 

Of the 12 Systems, two have had a great impact on Records. They are: NACS and 
AFACS II (Project Inform). After working with the NACS system for approximately 2 
years, the Chicago office has developed what they think is the most efficient way to 
handle the applications and Alien files. 

Chicago receives an average of 130 N-400s, N-600s, etc., a day. The applications are 
clocked in, counted, and entered into the computer. If the computer is working as 
advertised, this takes approximately 4 to 6 hours. Records then checks their shelf, the 
Record Center, and MIRAC to find out where the file is. If it is in their office, they 
pull it, charge it to CB and send it to CB. If it is in the Record Center, they order it. 
If it is in another FCO, they request it and file the application in terminal digit order by 
month received. After 60 days, if Chicago still does not have the file, Records creates a 
temp file, using a blue folder and a blue index card to signify that it is a temp file. 
(All computer generated G-102s and G-360s are thrown away.) 

This whole process costs Records 2088 man hours a year just to build the NACS data 
base. At this time, there has not yet been any savings in man hours; however, a savings 
is anticipated in the future. 



This saves approximately 10 hours per week. 

Positive Alien File Tracking time is reduced (if everybody follows 
procedures) because everybody knows where that file is this is a benefit to 
all operating units and saves approximately 20 hours a week. 

AFACS will help reduce Congressional inquiries to 20 hours per week, 
with AFACS II come intangible benefits as well: 

No more estimating the number of files in your office for the end of the 
year report these may be obtained on a daily basis. 

No more estimating the number of files in operating units--AFACS II 
provides this information as well as the length of time files have been at a 
particular unit. 

INS will know what unit is not following procedures. For example, if Travel 
Control was charged with 100 files, even though they only "wanded" in 10, 
one would need to find out what happened to the other 90. 

3 are by no means all the tangible or intangible benefits to be derived from AFACS 
tfore will become apparent as the system is used and the bugs are removed. 



Miami is now well into an organized effort to grant permanent resident status to t 
Cuban boat arrivals and their families who choose to apply and are found eligible, 
one way or another, we have been involved with this program since the boat 
occurred. During the period from April 15 through October 15, 1980, we par 
124,779 Cubans into the United States with approximately 86,000 resettled in Florida 

The initial processing at the port of arrival was done mostly by detailed officers 
volunteers from the community. From there, they were either paroled into the cus 
of sponsors or sent to a processing camp. Miami leased several floors at a remote 
which was manned by detailed officers, investigators, and temporary cli 
Incidentally, that remote site is now the location of the district office. Shelving wa: 
up to house the files and further processing was handled there. Over 2,000 Fine 
were created and many are still pending action in the courts. In 1981, the M: 
Cubans were advised by local community groups to file for adjustment of status, 
received more than 32,000 applications. Records began pulling the files which i 
housed on a separate block of shelving in Examinations until space ran out. Eigh 
thousand applications were later placed inside the files by EXAMS, and the routing < 
of the G-102 filed separately as a call-up. The remaining 14,000 applications i 
stored in boxes around the file room and no further action was taken. A short M 
later, some word again went out in the community and we began receiving hundred 
political asylum applications. About this same time, more than 20,000 pending I- 
petitions were returned from the embassy in Havana since they pertained to those 
departed from Mariel. Since these were now file-in-file material, they were store 
boxes in the file room as were the Cuban passports picked up from the boat arrivals. 

During 1982, we ran into difficulty trying to locate records in order to process I- 
applications for replacement of arrival documents. We found that many were no 
MIRAC or could not be retrieved by name and date of birth search. We very often 
to refer to the Office of Refugee and Resettlement (ORR) and, on May 12, we rece 
two terminals to access their computer but were only able to keep them until Octobe 
when funding ran out. 

With the closing of the leased office space, the files were sent to the District Offk 
be integrated with the other. Since we had no space for them, the old index cards i 
placed on microfilm and four of the five Kardex machines disposed of. The shel 
was brought down and installed in the available space. All the 30 million files 
removed to this new shelving to allow the room needed for the additional files in th 
million series. 

In December of 1983, in order to avoid a threatened law suit, a proposal went for 1 
to the commissioner that INS should begin to process the Mariel adjustment cases 
was estimated that we would be handling approximately 100,000 applications, wit 
additional 50,000 for reentry permits. Several options were considered, such as retui 
all applications on hand, all to file new 1-485 A packets, and all who had moved tc 
an AR-11, change of address card. 



On March 7, 1^84, central Otnce sent us a list ot 3,132 files from the ORR data base 
which were not found in MIRAC. We did a shelf check and performed data entry if the 
file was located. On April 10, we learned that the lawsuit had been filed but INS was 
waiting for the Simpson/Mazzoli bill. 

On October 18, 1984, the Miami News carried a headline that the United States was 
moving toward granting Mariel Cubans resident status. The attorneys who filed the suit, 
stated that its purpose was to pressure the government into speedy action. Much 
criticism was received from community groups sponsoring the Haitian arrivals during 
this same period, calling the plan discriminatory. 

On November 20, 1984, our present operation got under way. INS would ask all Mariels 
who had not already adjusted, to register during the month of December in order to 
provide us with current addresses and update the computer. 1-104 registration forms 
would be available only from the voluntary agencies who would deliver them to INS. 
Examinations met with the VOLAGS to discuss procedures, and lists of the participating 
agencies were delivered to the public. 

On December 2, the Miami Herald ran a headline which read "INS officials expect 
300,000 additional refugees to settle in Dade County." This figure was based on an 
average of 1.5 relative petitions after residency status and a similar additional number, 
once citizenship was achieved. The impact on the community was tremendous. People 
worried about such things as housing, schools, taxation, traffic, pollution, and parking 
facilities. Citizenship could come almost simultaneously and translate into an additional 
100,000 voters by the 1986 election, most of whom were expected to become 
Republicans. Despite political advantages, the most important benefit of citizenship for 
the Mariel refugees was the right to claim relatives. A survey showed that there were 
already about 10,000 Cubans waiting for U.S. visas in Panama and Costa Rica. Because 
of the delay in obtaining resident status, many had been trickling into South Florida 
illegally over the past 3 years and smuggling rings were being investigated. 

Another article in the same edition outlined procedures for registration and listed 23 
locations of voluntary agencies. INS wanted a uniform system but the VOLAGS went 
their own way. One saw people on a first come, first served basis; one by appointment 
only (already booked for the next 3 weeks); another seeing only people who had 
originally been settled by that office. 

On December 4, the Herald reported that VOLAGS were jammed on the first day with 
some completing as many as 500 to 1,000 cards each. At 7:30 a.m., one lady stood 
behind 39 other refugees. She had brought with her 2 friends and her 90 year old 
grandfather. She filled our her card 3 hours later. Some agencies closed early and 
people elected to travel to adjacent Broward county. The Information unit began getting 
calls. VOLAGS were not accepting registration without the original 1-94. Refugees 
were filing a G-641 to get an "A H number. 

On December 6, the county managers office suddenly halted registration claiming budget 
and personnel reductions. They wanted the Federal government to reimburse them for 
all costs incnrrftH Meanwhile it was rennrted that one of the VOLAGS was charging a 



roruana, uregon, tnmiung tney naa to me in Miami. 

On February 4, 1985, nine temporary clerks were hired for Records to assist in mail and 
file functions. Cuban adjustment processing would take place on the newly renovated 
second floor of the building. We ordered passwords for the new ADP system "CAPS." 
In March, we received 8,692 G-360 transfer requests to send files out but we also 
received ticklers for 7,658 to transfer in. Positions were posted for temporary 
promotions to Application Adjudicators for the CAPS program. Four contact 
representatives were selected. Three of these positions were replaced with temporary 
promotions to Contact Representatives. Of those selected, one was a tape librarian and 
one was the liaison clerk. The latter position is still pending replacement. A temporary 
employee on loan to the Information Unit was also lost to the program. Because of the 
severe shortage of personnel, we had to close down 10 primary telephone lines and the 
special "Forms" tape recorded line. 

Examinations has had to make several adjustments in procedures since the beginning of 
the program. Call-ins from the old 1981 applications were not satisfactory, as some 
either had not registered or there was no current address. Some persons registered, 
although they were already adjusted, and some did not want to apply and be interviewed 
by INS for various reasons. Some families complained about being called in together as 
they couldn't afford the expenses all at once. There are holdups in processing. 
Approximately 6,000 are pending police checks. The fingerprint turn around is 14 days, 
but if a print is rejected, the process starts all over. It was thought that MIRAC would 
automatically update the CAPS, and files transferred in were not acknowledged. 
However, as of July 1, 1985, we are calling in 224 persons a day. The fee receipts for 
June averaged 18 reentry permits per day. 

All in all, the operations appears to be running smoothly. The Information unit has 
reopened its closed telephone lines. The other district office operations are moving 
along and Miami is getting the job done. 



In September of 1984, construction began on the Western Region's new waiting room. 
Martha McK.ee presented two videos which simulated a "walk- through" of the new 
facility. The blueprints were developed by Art Morris of Central Office Engineering. 
Because construction had to be carried out during working hours, the working 
environment was very chaotic. 

New seating areas are color-coded with the tickets to help direct the alien to the 
appropriate service area. Receiving between 500 and 1,000 people each day, tickets 
usually run out by noon, but anyone who receives a ticket will be served. 
Unfortunately, this system does result in a line of 200 to 300 people already waiting 
outside by the time that the doors open at 6:30 a.m. There are even "hustlers" who will 
sleep around the building in order to get low numbered tickets which they later sell to 
anxious customers. 

A microphone system facilitates the flow of aliens, as does a forms room where 600 to 
800 people receive forms each day. While they wait, aliens often take advantage of the 
video instruction booths. Twenty-five contact representatives are available to serve 
them, which is a reduction from 40 contact representatives last year. Between $15,000 
and $17,000 are collected in fees on a daily basis. 

There is a very nice, quiet, working atmosphere for the INS employees and for the 
people served. Attorneys even come in on a regular basis and stay all day, doing their 
work at large table in the waiting room. 

This facility does have one security guard, who has proven to be invaluable. One area 
in which the Los Angeles Facility may be lacking in is in a special system for the 
handicapped; although the handicapped have easy access to the waiting room, the 
waiting process can be very awkward for them. 



jmbers often do not know how to use this resource efficiently. Files cannot be 
asily, either because they have been passed on to someone other than the person 
ned for them, they are not returned when due, or documents are separated into a 
Ider, while the original A-File cannot be located. 

ffort to curtail and control these inadequacies, the Washington District Office's 
Administration implemented a system whereby request for A-Files can be 
3d and acted upon within 24 hours. 

t this deadline, the Assistant District Director of each unit was asked to designate 
ployees, a primary and an alternate, to maintain control of the records in their 



cords Office designated a clerk to act as the Coordinator to implement control 

efficient means of moving files from one unit to another. The Coordinator 

is a Records Control form (Exhibit A), better known as the "Green Control 

This form is sent to the various sections and must be returned with the files to 

ords Coordinator (see Exhibits B and C). This Control Sheet shows the section 

he file is located, the contact person of that section, the file number, the person 

n the file is charged, and a statement which reads: "The following files are 

to your section and must be pulled immediately." 

5 is determined to be unavailable, the requestor is notified of the file status and 
that a tracking and/or special search has begun. The special search and tracking 
res are as follows: 

The Records Coordinator passes the special search flag to the Special Search 
Clerk; 

She/he flags the shelf; and then, 

Contacts the contact person in each section and decides on an agreeable time 
for the two of them to check all areas of their unit. 

ile is not located in the building within a week, the requestor will determine at 
e if a service wide circular is necessary by noting on the special search form and 
g it to the Records Office for processing. 

luce quick results while changing bad work habits, the One Minute Manager's 
Ian was initiated (Exhibit D). This plan starts with a goal on which all managers 
ree. Number 5 of the commissioner's priorities states, "Continue to improve files 
ibility." The Washington District's goal is to move files from section to section 
>4 hours. 

[oal is met, that is, if files are obtained within 24 hours, then the Coordinator 
cords Control Clerks, thanks them for their quick response, tells them that they 
ing her job easier, and thanks them again. 



goal is not met, the Coordinator calls the Records section to inquire why the 
vere not returned. Typically, the response is that the Green Control sheet was 
never received, in which case the Coordinator agrees to send another. However, 
rdinator stresses that if it is not returned immediately, the District Director will 
'ied. 

mand begins by informing the Assistant District Director that his section is slow 
md to Green Sheets or does not respond at all. The reprimand then follows the 
F command. 

ie Minute Game Plan concept is to praise and reprimand behavior, encourage 
speak the truth, laugh, work, and enjoy. People who feel good about themselves 
s good results, and everyone wins. 



RECORDS CONTROL FORM 



THE FOLLOWING FILES ARE CHARGED TO YOUR 
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waiter uonnery 

Walter Connery presented a 30-page booklet entitled, The Garden Path |p_ Integrity 
Erosion (which was distributed at the conference), and a 16 minute video tape by the 
Commissioner. It is important that any serious integrity allegations be reported 
immediately to the Office of Professional Responsibility (OPR). OPR is composed of a 
staff of 49 individuals at a central office and four field offices, located in Miami, New 
York City, El Paso, and San Diego. 

Part of the video discussed the largest conspiracy that the INS has ever had, in which 
two officers in charge of permanent resident alien cards, the Central Office Computer 
Password Security Officer and the Central Office Program Manager for ADIT, created a 
scheme to distribute these cards illegally. Hundreds of illegal cards were distributed to 
aliens not only along the East Coast, but even internationally. Such a scheme frustrates 
the work of all INS employees, and often the corruption of one official will lead to the 
corruption of others. A special award was given to the District Director of Newark, 
New Jersey, whose integrity and close attention first alerted the INS to this case. 

Mr. Connery warns that the most common form of integrity erosion is much subtler than 
the above example. In particular, employees must be alert to the practice of gift-giving. 
Any gifts, no matter how small, must be refused by law. Generally, small gifts are 
followed by larger ones, commonly resulting in the compromising of the employee. 

Cases involving OPR generally revolve around: 

improper admissions; 

placing 1-551 stamps in passports; 

granting improper extensions of stay; 

less often, conspiracy with other Service members to grant permanent 
residency; 

border patrols granting illegal entry; and 

theft of alien property in Customs. 

The large number of temporary employees compounds the problem. 

Since 1983, 24 INS employees have been charged with some form of conspiracy or fraud. 
Eighteen of those employees were convicted; these included personnel in such diverse 
positions as: 

Computer Systems Analyst; 

Immigration Examiner; 



Border Patrol Agent; 

Immigration Detention Officer; 

Applications Clerk; 

Cash Clerk; and 

Interpreter. 

ill INS employees must work together to remain alert and intent on maintaining the 
itegrity of themselves and their coworkers. 



At this time, all INS employees should have received a copy of the "red book," the new 
contract between INS and the labor union. Mr. Dennis Ekberg presented a brief 
background of the new contract as well as its major changes from the previous contract. 

The previous labor contract of 1979 expired in 1981. The large gap of time without a 
contract was due to the rapid turnover of union leadership during that period. Mr. 
Richard Robinson, a spokesman of the union, was responsible for the drafting of a 170 
page proposal in December 1981, which led to 21 years of negotiations between the 
union and INS. Mr. Robinson later left the union, and several spokesmen after him 
contributed to various changes in the proposal and union negotiating strategy. 

Eventually, INS and the union decided to go to arbitration, with 30 articles at an 
impasse. Most important to the union were: 

no name plates required for uniformed officers; and 

recognition of unions below the district level. 

INS could not grant these requests, but the negotiators could agree to resolve the other 
major concerns of the union, while setting up a study group to resolve the above. 

The new contract has increased from 40 articles to 52. The new articles involve: 

leave; 

firearms; 

travel; 

formal meetings; 

prohibited personnel practices; 

Equal Employment Opportunity complaints; and 

sexual harrassment. 

Major changes of the new contract involve: 

Article 3. Employee Rights encourages employees to follow the chain of 
command when there is a question on personnel matters. 

Article 7. Official Time gives 100% official time to the new council 
president, 50% to the executive vice president, and 35% to the regional vice 
president; also adopts a form for requiring official time. Please check the 



Article 8 changes the procedure for notifying the union of who enters or 
leaves the bargaining unit, or changes districts, etc. 

Two Articles on Consultations changes the procedures for impact 
bargaining; when a personnel policy is changed, notice must be served to the 
local union. Also, these new articles provide for changes to agreements at the 
national, regional, and district levels. 

Prohibitive Personnel Practices- -This article is extensive, although it basically 
paraphrases the law and is included for information purposes. 

Outside Employmentoutlines the procedure for requesting outside 
employment in writing, and requires management to respond within ten days. 

Performance Appraisal --provides for grievances on AM 2230. 

Details and Temporary Duty Stationssets forth INS' right to detail 
employees. 

Travel --defines travel and per diem issues. This article forbids the 
intermingling of public and private interests in using government 
automobiles. 



Verbatim Text 



Thank you, Irv, and good morning to all of you. I want to thank you very much for 
inviting me to speak to you, and particularly as your closing speaker. I stopped in 
earlier this week to hear some of the presentations, and I've been watching the agenda 
very closely and, of course, I watch these issues very closely from day to day. You have 
covered a lot of ground through the day and there's a lot of ground that will continue to 
be covered in this program, as I'm sure you're aware of from the speakers who have 
talked of other parts of the Service about things that they contemplate in their program. 
So, I will try to hold together some of these things and get you a little bit of the picture 
of what I think the future looks like in this program. But before I do that, it seems to 
me that the most important thing that we can do right now is to really be so appreciative 
of the people who have pulled the conference together. That, of course, is Mr. Klavan, 
Mr. Duell and Mr. Christian and all the other people on the Central Office staff who 
have worked so hard to make this a successful conference. I wonder whether you would 
join me in showing our appreciation? 

This, of course, is the second National Records and Information Conference. These 
kinds of conferences are very necessary and I think that this one, from all reports that 
I've heard, has been extremely productive. I think it's fair to say that you all, we all,. 
have established a new tradition in the Service, and I look forward to joining you in the 
third annual conference, and the fourth and the fifth. I hope that this will continue to 
be the pace in the future because this is a program where we do need to work together 
with all other parts of the Service, and having meetings like this is a way of coalescing 
ideas and sharing important information. And we meet together to accomplish the 
overall goals that we're trying to accomplish in the Service. So, operating under the 
assumption that we'll see each other again every year, let me just try to trace a few of 
the broad things about where we have been in the recent past, and then turn to where I 
think we're going and the kinds of things that you'll need to be concentrating on in the 
future. 

It's always good, as was said in the last presentation, to think about the good things. 
The accomplishments that we have in your program have been very, very significant. I 
think you all have to be pleased about the Records cleanup activity that has gone 
forward over the last several years. The Tiger Team and other kinds of resources that 
have been made available have been very, very important. That, of course, has been the 
precondition or the staging for moving into a very ambitious program of Records 
accountability and automated A-file tracking. Many of you, of course, have heard 
about these things only in terms of the words. You haven't actually seen them in your 
offices. That's because we have pursued a strategy of putting these resources and 
putting these initiatives into our key cities, which is a small number of cities five or 
six district office locations. But, of course, we've done it with the understanding that 
we would then expand to all the other offices in the Service. I hope that nobody feels 
slighted by that strategy. From an overall management point of view, it's been 
extremely important that we look at where our workloads exist. The fact of the matter 
is that well over half of our workload Servicewide exists in about five or six major 
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have to be dealing with those cities all the time in terms of getting information 
3m and moving files back and forth. So you ought to be able to see some results 
imediately. Naturally, we will then take that initial investment and take the 
ice from it and move it out to the other offices. That, I think, is within about 
rs of time, which is a very, very exciting development for everybody. You all 
f course, what happened in the telephone area- -we've been very successful with 
C Immigration, and now that we have the Western/Eastern Region Telephone 

that should be making some difference in many of your offices. If nothing 
j're not seeing the workload skyrocketing. They ought to be leveling off to some 
and that's the kind of thing we have to be looking at on an overall long term 
point of view. You had some presentations during the meeting on Information 
it office waiting room improvement. That's something that we have felt very, 
ongly about. The work environment is significant. It makes a statement. It 

statement about ourselves, to ourselves, and it makes a statement to our clientele 
?w we feel about ourselves, and about our desire to operate in a professional and 
e fashion. We've done some very nice things with waiting rooms, again in our 
ities. I have not yet seen the Los Angeles one, so I was pleased to see the slides, 
going to be going out in a week or two, at the end of August, and it looked like 
eally very nice. The important thing about the waiting rooms is not just that we 
lally managed to make those kinds of improvements, and marshall our resources 
;t them to this kind of a function in the large offices, we also now have 
ed a standard set of specifications and a standard outline for all field offices to 
en they make waiting room changes. That's available through regions and 

from the administrative people in the Central Office. We think we have a 
[ood model now of what a waiting room ought to function like, how the traffic 
) look, what the color coding is, and so on (although I agree white chairs are not 
;ood idea). But the effort, again, is to try to have used the offices as laboratories 
n don't start all over again. There is now a standard approach and you'll be 
it in many of your locations as they become available for those kinds of 
ions. 

irtesy and professionalism issue is one that increasingly we will be attempting to 
3 than just pay lip service to. Obviously, everybody always talks about how we 

be courteous and so on. It really is a critical issue, and it appears in the 
ssioner's Priority because it is a critical issue. I think you'll be hearing a good 
sre about that in the future as we're more and more able to spend time and 
attention to that matter. You all know that each region this year was asked to 
a courtesy campaign within the region. That now is being pulled together so 
i're running a national campaign, really in the next month or two, which will 
n a national slogan and the pins and the posters and all of that sort of stuff, 
nay seem a little hokey but, in fact, it isn't. When it's up there and when you're 
I it, it reminds people, and hopefully it does help to change attitudes a little bit 
and project a tone and an attitude outward. As far as the courtesy business is 
ied, we're now seeing new materials and you're going to see a more national focus 

What most organizations have learned about courtesy issues is that you do need 
s that kind of a change every once in a while in order to keep people's attention, 
aderstand it, McDonald's ads on TV have a 3 to 4 month shelf life and then 



citizens in our society. Automation is with us. It's something we all have to learn, anc 
for everybody it is a new experience. So nobody should feel wholly behind the eighi 
ball when there are growing pains. There are simply going to be growing pains; there 
are things that are going to be wrong. They have to be fixed up, and there'll just have 
to be a lot of discussion and a lot of coordination. But the fact of the matter is, that 1 
think you know from experience from the automation that you already do have that it 
just makes a big, big difference and really helps. You, of course, have the FOIA 
program, we have NACS/DACS operating in many offices, and NIIS is available. The 
most important thing and the most exciting, immediate thing, I think, is the Central 
Index program that is coming up in the next several weeks, and I'm sure Mr. Murray 
will relay what the schedule is on that in his presentation. But, having Central Index 
and being able to do automatic file transfers without all the little forms that are filled 
out and all of that sort of thing, should, in the next several months, make a very 
immediate difference and give relief in some very important areas. That is a terrific 
tangible result for this program from what's going on in the automation area. 
Automation, of course, requires training. It really requires making people available to 
learn the new systems. The new systems only add confusion if people have not really 
learned to use them and found ways to integrate them into operations. We learn some 
.surprising things when we put new systems in. I was not able to hear the presentation 
this morning from Chicago, but my understanding of what's happening in Chicago with 
some of the new systems, and particularly with the NACS system, is it's increasing file 
usage, rather than decreasing it. Because, in fact, now you can find the file, so there is 
a way to use it. We had not anticipated that, and those are the kinds of shifts and 
changes that we need to be aware of, and then operations have to be adapted 
accordingly. 

Finally, I think that an incredible thing that has happened in the Service for us all to 
take note of is virtually the elimination of an Adjudications backlog. Now that is a little 
bit of an overbroad statement right now because there still are, in certain cities, backlogs 
in certain types of caseloads. But overall in the last two years we have made 
extraordinary progress in the Service to deal with the Adjudications backlog issue. 
We've done it by taking some pretty radical actions from the point of view of the 
Examinations program, and I think also the derivative of that kind of Records program. 
But we've been able to do it by really restructuring where and how the Adjudications 
work is done. Something like 30 to 35% of our Adjudications work is now being done 
in the Regional Adjudications Center. Those Regional Adjudication Centers are, per 
person, 25% more productive than doing that work in District Offices. Not because the 
people are any better in the Regional Adjudication Centers, it's because they are a site 
where the work effort is concentrated on doing one thing, and that is adjudicating the 
case. District offices, as you know, are mayhem, usually. People cannot concentrate on 
one thing. They have to go back and look at things over and over again. They are 
interrupted by telephone calls, they are interrupted by various kinds of crises that come 
along. The RAC is not that way. The RAC is isolated. We do whatever we can to 
make those people anonymous. We don't let the phone number go out. The RAC exists 
to churn out large volumes of casework. The expansion of the RAC, and feeding cases 
into there, along with sending cases to Ports of Entry (to the extent that there is capacity 
there, but really pushing to determine what the capacity is), has made it possible to 
basically eliminate backlogs without any increases in Adjudications personnel. The 



is that the more naturalization actions that we take, the more naturalization receipts we 
get. Because there is a big, hidden demand for naturalization. As people learn that, in 
fact, their citizenship requests are going to be met and are going to be taken care of. 
they come forward to naturalize. So I always like to tell the Adjudications people when 
I speak to them that there's been this sort of sense in the Adjudications program over 
the years that maybe backlogs are a good thing. After all, as long as we have backlogs 
we continue to have a reason to have a job and, therefore, there's security that 
surrounds it that's a lot of bunk. All backlogs do is make you do useless work, and the 
fact of the matter is that the more timely that we get in our Adjudications, the more 
demand there is out there for the Service that we perform and, in fact, our receipts are 
going up. So I think it is fair to say that we are in a growth industry and we don't need 
to be worried about suddenly having the need for our service to disappear. Now the 
reason for my going through that whole explanation is because this elimination of 
backlogs, of course, has had an extremely positive effect on the Records program. I 
would hope that that effect is starting to be able to be seen. Clearly, if we take actions 
in a timely fashion and if we are able to move files quickly in relation to those actions, 
we don't have all of the derivative problems of Congressional requests, people calling in 
on status, other units needing to get a hold of a file which is stuck in Adjudications 
because an application has been pending for how many years, or whatever else. We 
ought to be able to be seeing a lot less useless work going on in the records program as a 
result of the positive results that we've seen in the Adjudications program. That push to 
keep adjudications current and to have our responses after examinations matters be 
timely is one that will continue to be of the highest priority of the Service. 
Derivatively, it ought to make your lives a lot easier at every step along the way. 

So, it seems to me that taken together, those accomplishments are a reason to feel very 
good about ourselves and to have a good deal of confidence in where we're going in the 
future. Now the future, of course, will continue these schemes that we have worked so 
hard to achieve in the recent past, but they also are going to bring about a lot of change. 
I was happy to see that in the welcoming letter you have in your packet of information, 
this was a big issue that was highlighted. We are in an era of change. We need to learn 
how to deal with it, and manage it, and adapt to it. The fact is that most of us can, 
because that certainly is going to be the characteristic that most of us have to live with 
most frequently. Obviously, I think that, again, automation is going to be the most 
dramatic aspect of change that we have to deal with. I think, for all of you, the most 
exciting aspect of the automation program will become evident in probably the next 6 to 
8 months, when large amounts of hardware will be coming into your offices. Many of 
you have already seen, and are starting to work with, the new IBM hardware that we 
have gotten as a result of the major contracts that we let several months ago. But the 
hardware you're using at the present time has just replaced terminals you had in the 
past. So, the net gain, even though you're able to get more service out of those things, 
the net gain is an actual piece of the hardware we haven't really seen yet. But in the 
next several months you will see it and it should make a great deal of difference, 
because just having more terminals and having more word processing available is going 
to make everybody's lives a lot easier. We, of course, along with the new hardware, will 
be getting significant new systems capabilities. That's terribly important as well. I 
think probably in the Records Program, the Central Index, and its capability to transfer 
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But, again, the most important thing for everybody to keep their minds on is how we 
adapt to these new capabilities, how we use most effectively the new equipment, and 
how the new capabilities that are made available to us, in fact, really do free up 
resources and have us integrate our efforts as much as possible with other operations in 
the offices that we're all in. There's no question, as I said before, that we will make 
some mistakes. The point is to try and make small mistakes rather than gargantuan 
mistakes. We just have to assume that there are going to be hard times, which will be 
part of what it's like. The premium is now communication, talking with each other, 
trying to work things out, having a can-do attitude, but recognizing that here and there 
you're going to take two steps back in order to take one step forward, but overall it's 
going in the right direction. 

Now let me talk a little bit about FY '86 priorities. There's one priority that is 
extremely important for this program because of the change in one word. This is the 
priority, of course, that has to do with files accountability and that's been a priority 
effort for the last couple of years. But up until now, the priority has always read, 
"continue to improve files accountability;" and Project Inform, clean up the Tiger Team 
and Records work and all that sort of thing has been arrayed as ways to accomplish the 
continuing improvement. This year for FY '86, the priority reads, "establish file 
accountability and diminish the use of files through automation." That is a much more 
challenging priority than you had in the past. We're going to have to stretch to reach it. 
The point is that we have put, as a service, a great deal of money over the last two 
years, almost 8 million dollars, into efforts to clean up our file rooms and put Project 
Inform and A-File tracking into the large district offices. On the assumption that we 
get A-File tracking into our large district offices this fiscal year (and that is what we 
are planning to do), as I said earlier, we will have a tracking system for about 55% of 
our files Servicewide. That means that 40 to 45% of the files are in the remaining 
district offices, most of which are mid to small size. It is our hope and our intentions 
that in those settings, we will be able to basically eliminate this whole problem we've 
had for so many years of lost files. It really is embarrassing to be an agency when (I'm 
sure it's happened to all of you) you go to a cocktail party or are talking to your friends 
across the back fence and you tell them you work for INS, you can suspect that there 
are about two or three things that they will know about INS. They'll say something like, 
"Is that what a Border Patrol is?" or "Oh yeah, that's the agency that always has the lost 
files." Well, we've got to stop that. I think we are well on the way to doing so. I think 
all of us will appreciate and have a great celebration on the day when our neighbors no 
longer say to us, "Oh, that's the agency that has the lost files." It's within reach and 
we're going to be looking for ways to assure and measure that next year, but the 
premium now is having files accountability, not just to continue to try and get it. So 
you'll be hearing a good deal more about that, but the fact of the matter is that we're 
upping the ante on that issue and it's going to take all of us together, along with strong 
leadership from District Office Managers at the very top to actually accomplish that. 

In addition to that, I think it's terribly important for all of you to be thinking about the 
other priorities that are in the Commissioner's priority system and the way in which the 
Records program supports them or can support them. The fact of the matter is that the 
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is courtesy and professionalism are concerned, as I said earlier, we're going to be 
ing to push very, very hard on those issues. I think we have achieved a good 
awareness among our people about the fact that we value those attributes. We're 

> be trying to put some more meat on the bones this year. I was very interested 
the Eastern Region's presentation on the panel interviewing process for selection 
Contact Representatives. We'll be watching very carefully over the next several 
how it works. Very likely we'll be exporting that technique to the rest of the 
because obviously selection is the key decision that is made as far as personnel 
cerned. If we really believe that we want our front line to convey a positive 
f the Service and to be effective in handling the public, then we've got to select 
it people to do it. We owe ourselves a structured way to really concentrate on 

go about doing that. In addition to that, there's, of course, always the issue of 
. Training people to have public skills, to work effectively all day long with 
icross the counter, is something we have not done nearly enough. There will be 
ieal more of that. I think that as far as the courtesy issue is concerned, we'll do 
pla stuff, the buttons and the slogans and all that sort of thing but we'll backfill 
ne of the real daily kinds of things that are necessary to bring about the kind of 
that we're all searching for. 

let me just say a word about the nature of Records work in general, in the 
Clearly, all of the talk of the Service, as far as automation is concerned (all of 
>rts of trying to really upgrade the kind of operation that we have, to expand our 
to enforce the law, to try to work on programs such as SAVE and so forth), all 
rying with us the kind of questions for support programs like the Records 
i, "And what's going to happen to us?" Do they still need us? Maybe we're 

> be put out of business by all these computers and so on." I think we all have 
experience now to know that obviously is not the case. But I do think that it is 
at for me to state to you, and for you to be sure to constantly be reassuring your 
vhen the opportunity arises, that we are always going to have a Records function 
3rvice but that that Records function is undergoing some pretty dramatic change, 
it we are hoping to do and what I think we are accomplishing, is eliminating so 
if the lost effort and the useless effort and moving more and more to 
eness and productivity in our Records program and among our Records 
si. There is no question that we are having increased workloads and everything 

do lets us know that there's all kinds of work and initiative out there that we 
to people to organize themselves to do it. All of it has the Records impact. The 
the matter is that none of us are going to get the kinds of resource increases in 
:onnel area that we want. What we are dealing with is increased work loads, 
workforce. Not much in the way of a decreased workforce, basically a stable 
ce, but more and more work, and, hopefully, better techniques and more 
ive ways of dealing with that work. People are not going to be put out of 
but people also have to be very open to changes in skills that are needed, to 
ining opportunities as they are presented, and to looking at ways to be very 
e with every particular staff hour that is available, because we just can't afford 
wasted efforts, which has so often characterized our activities in the past. 



and services that you provide. I would hope that you leave today with a feeling of 
optimism and professional satisfaction in the future. Thank you very much. 



Conference Evaluation 

Servicewide Records and Information 
Conference Consolidated Evaluation Report 



?rove future conferences, conferees were asked to fill out evaluation sheets which 
iistributed on Thursday, July 18, 1985. From the 101 conferees who attended the 
snce on the last day, 81 completed evaluation sheets. The following figures reflect 
kdown of the overall compilation and analyses performed by the Conference 
nator. 

3n #1: How would you rate the overall Conference? Explain. 

Reponses: 3 = Outstanding 

46 = Excellent 

26 = Good 

6 = Fair 

tisensus of their explanations stressed that the presentations were very informative 
it overall, the conference was very well planned, organized and more productive 
st year's. 

in #2: Which presentation(s) should have been allotted more time? Why? 

Responses: 35 = None. All were allotted sufficient time. 

7 = Servicewide Information and FOIA/PA problems. The 
consensus was that too much time was spent discussing 
Records. 

6 = Program policies, procedures and operations problems. 
5 = The G-23 workshop sessions. There is still confusion. 

3 = There should have been more workshops, you can reach 
more people. 

3 Budget process and how Records/Information relates to it. 
2 = Central Index workshop, immediate information needed. 
2 = Integrity presentation, a fascinating subject. 
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Conference Addendum 



How should the Conference have been improved? (Please be 
specific.) 

10 More Information and FOIA/PA related issues should have 
been covered. 

6 There should have been more but shorter breaks scheduled, 
because sitting in those chairs for so long was 
uncomfortable. 

4 = There should have been a tour of Central Office to 
include questions and answer time. 

3 = More handouts from the speakers should have been 
provided to the conferees for their future reference. 

3 = Need tables and microphones in the workshops. 

2 = There should have been more breakout/workshop sessions. 

2 = Definite solutions and responses to problems needed to be 
given. 

2 - More time should have been spent dealing with G-23 
related issues. 

2 * Fewer or no presentations. 

2 - Some of the viewgraphs were difficult to see from a 
distance. 

1 - More time should have been allotted for questions; time 
limitations were too strict. 

1 Need microphone for questions asked by attendees in main 
conference room. 

How do you rate the following? 

(All areas were not checked by each attendee) 

Excellent Good Fair 
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A. If Yes, where and when? 

Responses: 20 = Washington, D.C. metropolitan area (annually). 

6 = Anywhere within the United States annually, central 
location, an interesting place. 

5 = In Texas. 

4 = In New York City. 

3 * In California. 

3 = Anywhere, depending on budgetary restrictions, every 2 
years. 

2 = In Virginia, annually. 

2 = At a Regional Office every 2 years. 

' 2 = Somewhere on the west coast every 2 years. 

1 In alternate Regions every 2 years. 

1 In Honolulu next year (annually). 
B. Who should attend? (Titles of individuals only.) 

Responses: 76 Servicewide Records managers and supervisors. 

11 m The Lead File and Mail Clerks for each FCO should be 
added to the list of attendees for the next R & I 
conference. 

9 - Supervisory Contact Representatives. 
6 * District Directors should be required to attend. 
6 FOIA Representatives. 
Additional Comments: 

Responses: 4 * Arrange for travel not to be on Sundays. 

4 Next tiine, the Conference should be extended to allow 
more time for those items essential to all offices, not just 
key cities. 



3 Monday and Friday should be travel days. 
2 John Murray's presentation was excellent. 
2 * Smoking should be allowed. 

1 Maybe we should also have a conference once a year for 
the smaller offices and once a year for the larger offices. 

1 Have one conference for Records and one for Information 
and FOIA/PA. 

1 Too much time spent on G-23. 



